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Editorial 
Reflective Conversation 
For some, no trip to Baltimore would be complete without a side trip to Washington. My 
side trip lasted three days. It ended on the bus to Baltimore and the conference after a major 
derailment between the two cities halted rail traffic. 
The ACRL Fourth National Conference was a success. The papers rewarded the listener, 
and the host city was a delight. The real surprises of the conference, however, were two 
superb theme papers delivered by Alan C. Kay (sometimes referred to as the Father of the 
Personal Computer and now with Apple Computers) and Maya Angelou (author, play-
wright, stage and screen performer, and singer). These papers helped to make the confer-
ence something special. · 
Their content dealt mainly with abstractions. Angelou spoke of librarians not as custodi-
ans but rather as transformers of our yesterdays so we can have ecstatic tomorrows. Kay 
spoke of images and symbols .. 
Before personal computers can become effective human tools, according to Kay, we must 
understand how people think. We were shown evidence of how our logic systems can be 
fooled by shifts in the type of sensory input we receive. We saw how sound can be used to 
influence intuitive reflexes in order to bypass our logic (rational) systems, thus improving 
learning. As an example, we were shown a 1940s film clip in which a large, nonathletic 
fifty-year-old woman in a muumuu learned the basics of tennis in thirty minutes, much to 
the chagrin of Harry Truman, who had been trying to learn tennis for years. 
Angelou spoke about the role of libraries in transforming lives. She spoke about her 
childhood and how books, often from libraries, had helped to transform her life. In the 
process she transported us into another realm beyond the logic to which we are accus-
tomed at work or at conferences. 
She told us a story about a thief whose major problem was not how to steal the chief's 
bugle but where to blow it . Afterward I felt like bugling her message to everyone. Others 
may have felt the same way. The applause was literally thunderous. 
These theme papers, in which the cadence, rhythm, and dramatic rendering of the spo-
ken word were connected with the nonverbal understandings of the human mind, brought 
me back to Washington and a short trip down a narrow walkway as fifty thousand names 
on black granite hovered silently above me. The Vietnam Veterans Memorial says nothing, 
but reaches deeply. So the silent words in our books reach beyond the logic that we as 
librarians impose on our charges. 
CHARLES MARTELL 
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Coping with Information 
Load: User Strategies and 
Implications for Librarians 
Joel Rudd and Mary Jo Rudd 
The major purpose of this paper is to describe i~portant tec~niques _by wh~ch library users 
avoid information overload. The paper also clarifies the termmology m the mformatwn load 
literature and reviews its major findings. The paper applies these findings to a library context 
and discusses their implications for users and librarians. 
ow are library users handling 
the increasing amounts of in-
formation available to them in 
college and research libraries? 
This question has drawn the attention of 
numerous commentators in recent 
years. 1-5 While some have expressed con-
cern that the increased amount of infor-
mation in libraries may have a negative 
impact on users, i.e., may "overload" 
them, 6 others believe that users do quite 
well through use of any of several ''coping 
mechanisms. " 7 The question remains an 
open one, in part because so little empiri-
cal library research has been conducted in 
this area. Instead, we must rely mainly on 
the findings from information load re-
search performed in fields other than li-
brary science, e.g., clinical psychology 
and consumer behavior. In addition, there 
is considerable conceptual and defini-
tional ambiguity apparent in the use of im-
portant terms. After clarifying these ambi-
guities and reviewing what empirical 
researchers have discovered about the im-
pact of increasing amounts of information 
on users, the present paper applies these 
findings to a library context and discusses 
the implications of these findings for users 
and librarians. 
CONCEPTUAL AND 
DEFINITIONAL AMBIGUITIES 
Terms such as information explosion and 
information overload (less frequently used 
terms include information glut, communica-
tion explosion, and communications overload) 
are too often used ambiguously. s-lo Some-
times these terms are used interchange-
ably when they should be used to denote 
quite separate concepts. 
The term information explosion should be 
used only to describe an extreme increase 
in the supply of information available to li-
brary users. While there is agreement that 
the amount of information stored in li-
braries has been growing very rapidl~ 
(perhaps even at an explosive rate), 11' 
there is some disagreement over the effect 
on library users of this increased informa-
tion supply.13'14 
In order to clarify the possible effects of 
an increase in information supply on li-
. brary users, two additional terms, informa-
tion load and overload, must be consensu-
ally defined. The term information load 
should be reserved for that amount of in-
formation actually acquired by a process-
ing system, e.g., a library user. An in-
crease in the supply of information 
Joel Rudd is associate professor at the School of Family and Consumer Resources, ll_nive~sity ?f A~zona, _Tuc-
son, Arizona 85721. Mary ]o Rudd is formerly assistant librarian and cataloger, U~zverszty Lzbranes, Anzona 
State University. The authors wish to acknowledge the helpful comments of the edztor and two anonymous re-
viewers on an earlier draft. 
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available in libraries does not necessarily 
produce an increase in the information 
load carried by library users. 15 When an in-
crease in information supply does result in 
an increased information load for library 
users, three effects are possible. First, 
such an increase in load may produce an 
overload effect in users, with resultant 
confusion, tuning out of some informa-
tion, decreased quantity and/ or quality of 
output, or in extreme cases, system shut-
down. Second, an increase in information 
load may result, through a variety of cop-
ing mechanisms, in the user processing 
the increased information in such a way as 
to enhance the quantity and/ or quality of 
output. Third, an increase in information 
load may result, again through a variety of 
mechanisms, in no discernible effect on 
the library user. 
It is clear that to be useful, theoretical 
and policy statements must distinguish 
between the effects expected to result 
from an increase in (1) the amount of infor-
mation available to users, and (2) the 
amount (load) users process or attempt to 
process. It appears likely that the effect of 
the latter is largely independent of change 
in the former. Further, virtually the only 
way users can be affected by changes in in-
formation available is when (or if) these 
changes effect a change in users' informa-
tion load. 
INFORMATION LOAD 
RESEARCH 
In this section we briefly review the in-
formation load literature to ascertain what 
researchers have learned about the effect 
of increased information load on users. As 
will become apparent, research findings 
vary considerably. Some studies report 
that increased information loads produce 
information overload, while others indi-
cate that more information has positive ef-
fects on users. 
Among the earliest systematic studies of 
the effects of increased information loads 
were psychological experiments per-
formed by James Miller and colleagues.16 
In these experiments information load 
was conceptualized as the amount of in-
formation input into a system (a human 
subject) in a given period of time. In gen-
July 1986 
eral, as information load increased, the 
amount of information output at first in-
creased and then, at quite high levels of in-
put, decreased. In a few instances, infor-
mation out~ut did not decline at high 
input levels. 7 
Another series of psychological experi-
ments concerned the effects of increased 
information load on small decision-
making groups. Once again, information 
load was defined as the amount of infor-
mation presented per unit of time. In 
some of these experiments, increased in-
formation load produced an overload ef-
fect; i.e., the quality of group decisions de-
clined at higher input levels. 18 In others, 
increased information load resulted in in-
creased group decision accuracy .19 Still 
others found that as input increased, 
group output increased, and then at high 
input, leveled off.20 
Early studies of the effects on consumer 
decision making of various information 
loads reported that at high input levels, 
consumer decision quality declined. 21 
However, statistical reanalyses of these 
early data and later research have indi-
cated that, in general, increased informa-
tion loads produce higher-quality con-
sumer decision making. 22-24 It should be 
noted that, in these studies, consumers 
were not under explicit time constraints: 
they could take as much time as they 
wished to process the information. 
A number of studies have been con-
ducted on the effects of various amounts 
of information on diagnostic judgment 
made by clinical psychologists. Only one 
study in this research paradigm has re-
ported an overload effect. 25 The majority 
of studies indicate that as information 
loads increase, predictive accuracy either 
increases or remains level. 26' 27 Again, there 
were no explicit time constraints. 
The management literature contains 
several information load studies. Here, 
too, the results are mixed. Several studies 
report that increased information pro-
duces an overload effect, 28' 29 while others 
found su~erior management performance 
to result. 
The library/information science litera-
ture contains one piece of empirical re-
search on the effect of increased informa-
tion load on library users. Susan Emerson 
and Linda Cooper present three case stud-
ies of decision making by users under high 
information input levels. 31 In all three 
cases, users refined their decision-making 
processes (i.e., employed coping mecha-
nisms) in the face of high levels of infor-
mation. Neither the quality of the decision 
nor the quality of the decision-making 
process were measured in these case stud-
ies. 
USER STRATEGIES AND 
IMPLICATIONS FOR 
LIBRARIANS 
In those instances when increased infor-
mation load does not produce overload ef-
fects, users may be engaging (intention-
ally or not) in actions to prevent overload 
from occurring. It seems clear that infor-
mation users are doing much more than 
merely reacting to overload in a post hoc 
fashion. Instead, they frequently appear 
to be avoiding overload in the first place. 
Processes and techniques for avoiding 
overload are legion. In this section, we 
will discuss the most common ones, con-
centrating on those most applicable in ali-
brary context. The implications of these 
user strategies for librarians are also dis-
cussed. 
One of the most common methods by 
which users avoid overload is through use 
of various decision heuristics or rules of 
thumb. 32 As tools employed by users tore-
duce complex tasks to simpler operations, 
heuristics frequently involve limitations 
on information acquisition. Many heuris-
tics follow Herbert Simon's "satisficing")J 
principle: rather than maximizing infor-
mation acquisition, users acquire only a 
''satisfactory'' subset of the amount of in-
formation available.33 In part, the use of 
satisficing heuristics reflects the operation 
of the law of diminishing returns: users 
frequently recognize that the amount of 
new information acquired diminishes as 
additional information sources are ac-
cessed. As an example of a satisficing heu-
ristic, library users may limit their infor-
mation acquisition by following a rule of 
thumb stating that they will acquire and 
process only topical information pub-
lished since 1980. Most bibliographic tools · 
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are designed to allow for the operation of a 
satisficing heuristic based on date, key-
word, and a number of other characteris-
tics. 
Another common rule of thumb consis-
tent with the satisficing ~inciple is called 
''skimming off the top.'' '35 This heuristic 
states: ''Process only the first few pieces of 
information accessed, then stop." In 
some instances, various characteristics of 
the library collection may serve to define 
those "first few pieces of information." 
For example, the set of information ac-
quired under this heuristic might be de-
limited as ''all topical items in the library 
collection cataloged under a particular 
heading and currently accessible.'' In 
other instances, this heuristic operates to 
limit not the amount of information ac-
quired but rather how thoroughly the in-
formation sources are processed. For ex-
ample, relatively large amounts of 
information may be acquired in broad 
sweeps, but the detail contained therein 
may be ignored. The widespread use of 
satisficing heuristics by library users helps 
us to understand why so little of most li-
brary collections is ever used. Most infor-
mation in libraries goes unaccessed sim-
ply because users are satisfied to acquire 
far less than the maximum. 
There is a special sort of user activity 
that is related to the use of heuristics. Us-
ers frequently employ '' chunking'' to ac-
quire and store relatively large amounts of 
information without risking overload. 
Chunking refers to a cognitive process of 
categorizing or organizing otherwise dis-
crete pieces of information into "chunks" 
that are readily held in memory. 36' 37 
Chunking allows library users to scan a 
piece of material and categorize it in a use-
ful shorthand. The use of such shorthand 
enables users to process much larger 
amounts of information than would other-
wise be possible and to do so without risk-
ing the negative effects of information 
overload. Thus the reader of this paper 
may chunk the paragraph just read as 
"the chunking section." 
To some extent, avoiding or minimizing 
time constraints can help users avoid 
overload. On a pragmatic level, this sim-
ply means that users should allow them-
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selves (or demand that they be allowed) 
sufficient time to deal with the informa-
tion task at hand. Novice users often have 
little idea of how much time the informa-
tion task facing them will take. Further, it 
is likely that many users tend to underesti-
mate the amount of time a particular task 
will take. To help avoid or minimize time 
constraints, both users and librarians 
should strive to minimize the amount of 
user time spent on "extraneous" activi-
ties. For example, the practice of many in-
stitutions of building numerous satellite li-
braries housing particular collections 
forces both users and librarians to engage 
in extraneous activities. For users, a pri-
mary extraneous activity occurs when, 
while in the main library, they discover 
that the item needed is in a satellite li-
brary. For librarians, additional catalog-
ing, as well as physically transporting 
items from library to library, provides sig-
nificant extraneous activities. 
Further, it sometimes appears to users 
that librarians' development, use, and 
continued refinement of classification and 
storage systems within a particular library 
building only make the users' information 
acquisition tasks more inefficient. 38 
Stephen Stoan discusses several library 
classification and storage policies that 
have unintended consequences for user 
information, information acquisition, and 
processing efficiency. 39 The classification 
of journals, for example, makes browsing 
related journals for information a much 
more time-consuming task. Further, stor-
ing journals or other material on microfilm 
makes acquisition of endnote information 
very inefficient because of the need to con-
tinually reel back and forth. 
Regardless of classification, storage, or 
other factors, users must also avail them-
selves of and refine their abilities to select 
and evaluate information efficiently and 
effectively. The ability and willingness 
l (sometimes with great ruthlessness) to ac-quire selectively only a subset of available information are valuable means to avoid overload. Empirical evidence of this pro-
cess is found in Emerson and Cooper's 
case studies of library users. 40 Emerson 
and Cooper reported that users screened 
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information and zeroed in on a small as-
pect of the problem to avoid overload. 
This technique of selective acquisition 
can be applied by collectives as well as by 
individuals. The increased specialization 
among professionals, especially in re-
search and development, provides a good 
example of selective acquisition. Part of 
the training of modern researchers and 
scholars includes explicit rejection of mas-
sive amounts of related information ''out-
side one's literature." This process, called 
''twigging,'' . describes a technique 
whereby people deal with increased infor-
mation availability by ''branching off'' or 
''selecting a turf'' and explorin§ informa-
tion only within those bounds. 
Early experiments on the psychology of 
information load frequently did not find 
these kinds of screening activities because 
they were not looked for. These studies 
borrowed an extremely mechanical view 
of information and information process-
ing from the classic information theory of 
electrical engineering. 42 In this view, infor-
mation processing systems (e.g., people) 
are passive receivers of information with 
"limited channel capacity," unable to 
control or affect input levels.43 Operation-
ally, thishasmeantthatmany, if not most, 
information load experiments have notal-
lowed people to acquire information ad 
lib, nor have they allowed them to screen 
the information they were to process. 
Rather, users have been forced to input 
and process a given quantity and quality 
of information in a given period of time. 
A~ a number of critics have pointed out, 44 
these conditions are simply not represen-
tative of most human information proc-
essing: people are not passive sponges, 
soaking up information. Rather, they ac-
tively select and evaluate available infor-
mation in fairly Sophisticated ways. As 
Karl Weick notes, people balance their 
"need for knowledge with [their] capacity 
to absorb it'' and may selectively acquire 
information on this basis. 45 
A fourth technique for avoiding over-
load is conceptually related to the chunk-
ing process. Craig Dudzak argues that us-
ers may avoid overload by using ''generic 
frames of reference. " 46 These are analo-
gous to a series of standard term paper 
outlines into which users can readily plug 
new information. Unlike the more 
freeform and emergent chunks, these pre-
existing frames of reference have a stan-
dard form. They allow users to process 
new information by fitting it to the outline 
and later to access it efficiently from the 
outline. 
Users may also avoid information over-
load by perceiving the gestalt of the infor-
mation they are acquiring. This largely 
noncognitive process is, as yet, not well 
understood. It appears to be one of many 
right-hemispheric brain activities that are 
image- rather than information oriented. 
The user somehow develops an overall 
image by perceiving information as large 
patterns. Preliminary evidence of this pro-
cess among users is provided by Sally 
Power-Ross, who studied the information 
acquisition r,atterns of securities portfolio 
managers.4 Despite the massive amount 
of information available, Power-Ross 
found no evidence of information over-
load. Neither did she find evidence of any 
of the common cognitive techniques for 
avoiding overload. Power-Ross explains 
these findings in terms of brain hemi-
spherics: the right brain, using images 
rather than words, acquires large amounts 
of information and processes it as pat-
terns. 
Another avenue available to library us-
ers that may help them avoid overload is 
enrollment in bibliographic and/or gen-
eral library skills courses. Many courses 
covering such material are designed to 
help users avoid overload. Certainly these 
courses are explicitly designed to help 
make the collection more accessible to us-
ers and to produce more efficient and ef-
fective information gatherers. Thus, these 
courses may, for example, help users to 
minimize the amount of time they spend 
on extraneous activities. 
Bibliographic and library instruction 
have been controversial topics since their 
origin more than a century ago. 48 One of 
the debates in this area concerns the com-
plex relationships between the intended 
audience for these courses (users) and 
their teachers (librarians). While evidence 
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exists that both students and faculty can 
be successfully taught bibliographic and 
other library skills, 49' 50 these audiences 
have not always been receptive to the 
idea. 51'52 Anne Lipow notes that faculty 
had to be gently "tricked" into attending 
bibliographic instruction. The most com-
mon incentive used to get students into 
such a course is to offer it for university 
credit.53 
Anecdotal evidence is widely available 
indicating that both students and faculty 
(prior to bibliographic/library instruction) 
avoid overload largely by either avoiding 
the library or, once in the library, spend-
ing little time in the information search 
and giving up quickly.54 This strategy of 
avoiding overload by avoiding the collec-
tion is but one example of a more general 
technique for avoiding overload. This 
technique involves avoiding formal (e.g., 
bibliographic sources) information acqui-
sition altogether and, instead, ac~uiring 
information from informal sources. '56 Ac-
quisition of information from informal 
sources affords users a greater level of 
control over the amount of information to 
be acquired. Informal sources include 
footnotes and reference lists in journals 
and books, correspondence and conversa-
tion with colleagues, and presented pa-
pers. Use of such informal sources is par-
ticularly common among mature scholars; 
those struggling to use the formal biblio-
graphic sources are more likely to be grad-
uate students and other "beginners. " 57 
There is considerable debate about 
whether and/or to what extent librarians 
ought to be making material efforts to 
draw mature scholars into the library. As 
Stoan points out, such scholars bring with 
them considerable research skills, but of-
ten lack the fundamentally different bib-
liographic/library skills. Librarians must 
be cautious, Stoan warns, to avoid making 
changes in library policy that might hinder 
the research process; e.g., arranging jour-
nals by classification largely eliminates 
browsing. 
A final technique for avoiding overload 
is to delegate some or all of the informa-
tion acquisition and analysis tasks to oth-
ers. The use of graduate students for such 
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purposes is well kno~n.58 Some occ~pa­
tional categories consist of people tramed 
to acquire and analyze information for 
others, (e.g., travel agents and financial 
planners). Some librari~s serve. such a 
function; in other cases, information bro-
kers serve to link information providers 
(e.g., online databases) with information · 
59 
users. 
The extent to which librarians can or 
should perform the function of informa-
tion brokers is a topic of current debate.60 
As information availability continues to 
grow with the increase in computer data-
bases and catalogs, librarians may find 
themselves increasingly pressured to as-
sume such a role. 61 On the other hand, it 
may be even more informationally ~ffi­
cient for users themselves to have direct 
access to the computer-based informa-
tion. Our understanding of search theory 
and search processes is very limited: 
much work remains to be done in this 
area. Research that builds on the work of 
Marcia Bates62 and Peter Vigil63 would be a 
welcome addition to the literature. In the 
meantime, both information brokers and 
users appear likely to continue using a va-
riety of available techniques to avoid infor-
mation overload. 
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THE FUTURE 
The present paper has discussed some 
of the numerous techniques current 
among library users to avoid information 
overload. As the amount of information in 
libraries continues to increase, an aware-
ness on the part of librarians of mecha-
nisms for avoiding overload will become 
increasingly important. Librarians are in a 
unique position to act as inform~tion bro-
kers and to train users in techruques for 
avoiding overload. For example, some 
commentators appear to view the comput-
erization of databases and cataloging as 
part of the information ~)Ve~load pro~lem. 
In our view, computeriZation will, m the 
near future, be recognized as a major way 
library users can access larger amounts of 
information more efficiently than ever be-
fore. Many of the basic techniques for 
avoiding overload will be enhance~ wh~n 
computers are available ~o users ( eit~~r m 
the library or at remote sites). In addition, 
future instruction in bibliographic and li-
brary skills (perhaps including explicit at-
tention to techniques for avoiding over-
load) will be more efficient and effective 
when presented on computer. 
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This paper reports the results of a pilot study to identify the issues and concerns of public ser-
vice middle managers on costing and the use of performance measures. Based on group inter-
views at two libraries that are members of the Association of Research Libraries (ARL) and 
additional individual interviews with other librarians, findings suggest that participants have 
little faith in the usefulness of producing cost data and using performance measures; they be-
lieve that the availability of such data rarely has an impact on decision making; in-house data 
frequently lacks reliability and validity; and they are too understaffed to take time away from 
the provision of services to identify, collect, and analyze such data. Implications of these find-
ings are discussed and specific recommendations are offered to increase the usefulness of costing 
and performance measures for academic library decision making and planning. 
U n recent years, increased con-cern about the efficiency and ef-fectiveness with which aca-
- demic libraries operate has 
encouraged a number of academic librari-
ans, researchers, and consultants to con-
sider methodologies to (1) cost selected 
services/operations and/or (2) develop 
performance measures for such services/ 
operations. Despite this interest, evidence 
about how such methods and data collec-
tion techniques actually affect library deci-
sion making is difficult to identify. 
Costing is a process by which dollar 
amounts describe a specified library ser-
vice or operation. Costing frequently is 
based on assumptions regarding the 
"value" of a particular activity. Perfor-
mance measures are quantitative and as-
sess the efficiency (allocation of resources) 
or effectiveness (accomplishment of objec-
tives) of the library. Output measures, a 
type of performance measure, concentrate 
specifically on the effectiveness or quality 
of a service or product that the library of-
fers its cliente~e. Cost and performance 
measure data require carefully developed 
data collection procedures to insure their 
reliability, validity, and utility for decision 
making. 
Academic libraries justify the collection 
of cost data or use performance measures 
on the basis that they will be used to make 
better decisions, develop better plans, 
and, ultimately, increase the overall effec-
tiveness and efficiency of the library (how-
ever defined by the library). But the link 
between organizational decision making 
and the process of identifying, collecting, 
and analyzing data for costs and perfor-
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mance measures is not clear. 
If one defines decision making1 as that 
process whereby information is converted 
into action, then decision making is 
largely concerned with the process of ac-
quiring, controlling, and utilizing infor-
mation to accomplish some objective. 2 
Thus, a major task for the decision maker 
is to identify what information is needed 
to serve as a basis for making decisions, to 
determine the means by which the infor-
mation can be obtained, and to decide 
when enough information has been gath-
ered to make a decision. These tasks call 
for a conscious effort to manage informa-
tion for library decision making. 3 
This rational view of decision making, 4 
does not consider adequately organiza-
tional politics, personalities, cognitive 
styles of decision makers, organizational 
climate, knowledge and competency of 
the decision maker, and a host of other in-
tervening variables. Yet such factors must 
be considered. Simply because a method 
has been established for creating cost data 
or quantifying the performance of selected 
library services does not mean that the 
data will be used to enhance organiza-
tional decision making. 
This paper reports the results of a pilot 
project identifying issues and concerns of 
public serviCe librarians related to costing 
and the use of performance · measures. A 
formal review of the literature on the eco-
nomics of academic libraries, costing, and 
performance measures is outside the 
scope of this paper. Useful background 
readings on these topics have been pub-
lished by Baumol and Marcus,5 Cooper, 6 
Cummings/ and Cronin.8 
STUDY DESIGN 
AND METHODOLOGY 
The study resulted from an invitation 
from the Council on Library Resources to 
prepare a paper for the Third Economics 
Seminar. The objectives of the study were 
to 
• describe the perceptions and attitudes 
of a sample of public service academic li-
brarians regarding the use and impor-
tance of cost data and performance mea-
sures in their library; 
• assess the degree to which cost data and 
performance measures are currently 
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used as a basis for library decision mak-
ing and planning; 
• identify issues that affected the success 
with which cost data and performance 
measures could be used to enhance or-
ganizational decision making and plan-
ning. 
Based on the data collected, the investiga-
tor could make recommendations for the 
better utilization of cost data and perfor-
mance measures in academic library deci-
sion making and planning. 
Study Design 
Given the pilot nature of this study, the 
lack of existing research on the general 
topic of middle management9 perceptions 
on cost and performance measure data, 
and the need to obtain in-depth data to 
identify additional areas for further inves-
tigation, the investigator relied on group 
and individual interviews. Group inter-
views took place with public service mid-
dle management librarians at two ARL li-
braries meeting the following criteria: 
• relatively stable administrative leader-
ship, i.e., the director has been at the li-
brary a minimum of two years; 
• a formally organized public services 
area that typically included reference, 
circulation, and interlibrary loan ser-
vices; 
• willingness to participate in the study 
and allow the investigator to meet with 
professional library staff, typically the 
department heads, within the public 
services area; 
• geographically accessible to the investi-
gator. 
Each study site was located in a different 
state, one in the South and the second in 
the Southwest. One was a public institu-
tion and one was private. 
In addition to the group interviews, the 
investigator conducted eleven individual 
interviews. This group of librarians in-
cluded both ARL and non-ARL profes-
sionals who met the following criteria: 
• did not hold the position of either direc-
tor or assistant/ associate director; 
• were employed in a library with at least 
500,000 volumes; 
• had a minimum of five years experience 
in public services; 
• had administrative responsibilitie~ for 
the allocation of resources within the 
public service area; 
• were knowledgeable and would feel 
comfortable· discussing the project top-
ics. 
The eleven participants represented nine 
different states primarily from the East 
and West coasts of the United States; 
seven were located in public institutions 
and four were located in private institu-
tions. The investigator interviewed some 
in person, others by telephone. 
In a case study setting, group interviews 
focus on a specific target group and de-
scribe various behaviors and the relation-
ship of these behaviors to selected envi-
ronmental variables or conditions. They 
allow the investigator to probe in-depth 
and to identify variables and propositions 
that can serve to direct further research. 
Oftentimes, such designs provide ''an op-
portunity for an investigator to develop 
insight into basic aspects of human behav-
ior ... [and] may lead to the discovery of 
previously unsuspected relationships. ''10 
Further, such a design is especially rele-
vant for studying knowledge utilization 
because "the topic covers a phenomenon 
that seems to be inseparable from its con-
text."11 
The selection of two group interview 
sites and eleven participants for individ-
ual interviews was determined by a num-
ber of factors. First, the investigator be-
lieved that the interviews would generate 
adequate data to accomplish the study ob-
jectives. Second, study constraints in-
cluded a limited budget that had to in-
clude travel to test-site libraries, long 
distance telephone interviews, research 
assistance, and a number of other miscel-
laneous expenses. 
Data Collection 
In addition to generating data to re-
spond to the study objectives, the group 
interviews were designed to 
• compare the views held by librarians 
within different areas of public services 
in the same library; 
• observe the group interaction and dis-
cussion on the topic. 
During each meeting, the investigator 
relied on a basic set of interview questions 
(see appendix A) to guide the discussion. 
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The investigator assured participants that 
all comments would be confidential and 
would not be attributed to either a particu-
lar institution or individual. In both in-
stances, a great deal of discussion took 
place about the topic and the interview 
session averaged about two-and-one-half 
hours. During the session the investigator 
kept notes summarizing the discussion 
that were later detailed and expanded. 
Between May and July 1985 (after the 
group interviews were completed) the in-
dividual interviews were conducted. This 
data collection was designed to 
• compare the attitudes and opinions of 
the group interviews to a different sam-
ple of academic librarians; 
• follow-up on questions and issues that 
were identified in the group interviews 
but not adequately explored by the in-
vestigator; 
• obtain the attitudes and opinions of aca-
demic librarians who were not in a 
group context with either their peers or 
superiors. 
Some interviews were as short as fifteen 
minutes, and one lasted for an hour and 
twenty minutes. The notes from the group 
interviews and the individual interviews 
were analyzed together and the results are 
reported later in this paper. 
Quality of the Data 
The investigator used several tech-
niques to increase the reliability and valid-
ity of the data. In terms of reliability, the 
set of interview questions was pretested 
by three practicing public service aca-
demic librarians. As a result, ambiguous 
questions were reworded and additional 
questions were added. Secondly, the in-
vestigator recorded the responses of the 
participants both during the interview 
and then detailed a summary immediately 
after the interview. Third, the same inter-
view questions guided both the group in-
terviews and the individual interviews 
and there was a significant degree of simi-
larity in their responses. 
Validity is an assessment of the extent to 
which data collection procedures actually 
measure what the investigator intends 
them to measure. The specific ''measure'' 
that was investigated in this study was 
perceived importance of cost data and per-
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formance measures for decision making 
and was operationalized by (1) identifying 
the specific types of cost data and perfor-
mance measures that were used in that 
particular library, and (2) determining the 
number of times interviewees actually 
used cost data and performance measures 
as input for decision making. The internal 
validity of the data was enhanced by clear 
operationalized definitions of key terms, 
matching questions both within and 
across the group interviews and individ-
ual interviews, and obtaining the opinion 
of practicing academic librarians that the 
questions and definitions had ''face valid-
ity," i.e., that they would accurately rep-
resent the variables under study. 
In a pilot study such as this, greater at-
tention is placed on reliability and internal 
validity than external validity, or the de-
gree to which the results can be general-
ized to a larger population.12 Thus, the in-
creased reliability and internal validity, as 
well as increased ability to identify propo-
sitions for research, to probe into specific 
areas under investigation, and to obtain 
detailed information about the phenome-
non under investigation, are counterbal-
anced by reduced ability to generalize. 
FINDINGS AND DISCUSSION 
The views of the participating librarians 
are organized by specific topics. Because a 
topic is discussed first, however, does not 
imply added significance. A brief sum-
mary of the librarians' views and related 
implications is provided. 
'Availability of Data for Costing 
Interviewees reported that there is 
''spotty'' coverage of cost data in their li-
braries. At best, the data available can be 
described as transaction data that quanti-
fies the extent or amount of a service that 
is provided. Instances where costs have 
been associated to these transactions are 
traditional areas such as: cost per interli-
brary loan, cost per online reference 
search, and personnel costs. 
None of the libraries had a coordinated 
plan for the regular identification, collec-
tion, analysis, and reporting of data spe-
cifically for library decision making. Fur-
thermore, some of the interviewees 
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worked under authoritative and/or pater-
nalistic management styles with closed or-
ganizational climates that could not sup-
port the development of an integrated 
plan for the use of cost and performance 
measure data. Although the management 
styles at the various libraries differed, 
minimal attention was given to Informa-
tion Resources Management (IRM) as an 
administrative device to assist in decision 
making. 13 
The process by which cost data are iden-
tified and collected is best described as re-
active: the library "gears up" to supply 
data requested by the university, a profes-
sional association, or a government 
agency. There is little sharing or general 
knowledge about such data. Indeed, dur-
ing the group interviews, some depart-
ment heads were surprised to find that 
others had data that might be useful to 
their operations. Overall, there was con-
sensus that middle managers (1) did not 
have access to the cost data that were per-
ceived to be in the director's office, and (2) 
did not know exactly what cost data were 
available in the library as a whole. 
Performance Measure Data 
There is little understanding about pub-
lic service performance measures-how 
they are established, their purpose, and 
their relationship to larger administrative 
activities such as planning, goal setting, 
and evaluation. 14 One participant com-
mented that "performance measures are 
just another administrative fad which will 
be forgotten in a couple of years.'' The ma-
jority of the respondents did not consider 
the process of establishing and maintain-
ing data for performance measurement at-
tractive because: 
• They did not believe that such measures 
could accurately assess the complexities 
of their particular services. 
• Inadequate time was available to spend 
on data collection for such measures. 
• They did not think the use of perfor-
mance measures would make a differ-
ence in how decisions were made in the 
library. 
• They perceived that the mathematical 
and statistical skills necessary to com-
pute such measures were excessive 
and, in some cases, beyond the existing 
capabilities of the interviewees. 
Further, there was some anxiety that per-
formance measures would be used to as-
sess the competency of individual librari-
ans. 
Only a few of the interviewees pro-
fessed familiarity with Objective Perfor-
mance Measures for Academic and Research 
. Libraries. 15 Those familiar with it perceived 
it to be too complicated and time-
consuming to be useful and doubted if the 
measures would be used for library deci-
sion making. Generally, they were un-
aware of the work being done by public li-
braries and state libraries in the area of 
planning and the use of performance mea:.. 
sures. Only three or four knew of Output 
Measures for Public Libraries16 and these 
were not knowledgeable about specific 
measures. 
Interviewees had difficulty identifying 
specific objectives for individual areas 
within public services. Rather, they com-
mented ori the broad range of their re-
sponsibilities and the organization's in-
ability to establish priorities. Given these 
conditions, it is not surprising that there is 
little data either being provided or actually 
used for the computation of public service 
performance measures. 
Distrust of Library Cost Data 
Overall, the interviewees did not trust 
library cost data and had a number of res-
ervations about their use in the decision 
making process. One reason was that 
many had collected cost data themselves, 
were aware of the data's limitations, and 
knew that the data were not reliable. Also, 
the librarians clearly believed that it is too 
easy to manipulate cost and performance 
measure data-especially in the absence of 
agreed-upon cost categories, definitions, 
and performance measures. This attitude 
is best summarized by a comment from a 
department head who said, "We can 
come up with any number we need on a 
three day notice.'' 
Another limiting factor mentioned by 
virtually all interviewees was the percep-
tion that in instances where cost data had 
been collected; that data had not been 
linked to the quality of service. They dif-
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fered as to their views on the relationships 
between costs and quality, but generally 
they believed that ''high quality services'' 
cost significantly more than mediocre ser-
vices. But, no data is available to substan-
tiate this claim. 
Because cost data tend not to be related 
to the quality of a service, decision making 
becomes cost driven rather than program 
or service driven. They provided a num-
ber of examples. In one instance, a biblio-
graphic instruction program was elimi-
nated after the department head 
conducted a study of the program's costs. 
Although it was highly regarded by fac-
ulty and was assessed as very effective, 
the costs were seen as excessive and thus, 
it was eliminated. When departments lack 
clear service objectives (as most appar-
ently did), the cost data are viewed in iso-
lation and decisions, apparently, were 
made s.olely on a cost basis. The interview-
ees objected strongly to such uses of cost 
data. 
Many of the comments indicated a dis-
trust of collecting cost data because the 
data can be (and were) used for purposes 
other than those originally intended. They 
pointed out that cost data and perfor-
mance measures can be used or inter-
preted differently by the department, the 
library, library users, and the university. 
A number of department heads main-
tained two sets of cost data on the same 
service-one for internal departmental 
use and one for submission to the library 
administration. In another instance, the 
department head provided a written ex-
planation of the limitations and assump-
tions underlying a set of cost data. This in-
formation was eliminated from the report 
submitted to university officials. 
Politically Based Decisions 
versus Cost-Based Decisions 
The interviewees believed that even if 
the library could collect and analyze cost 
data conscientiously the data would have 
little impact on actual decisions made. 
This sentiment was stressed where cost 
data were used to justify funding requests 
at the university administrative level. 
They believed that the interpersonal 
skills, personality, and political savvy of 
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the director was far more important than 
going to the bargaining table well stocked 
with cost and performance measure data. 
As one librarian commented, "It is 
much more effective for the director to be 
playing tennis on a regular basis with the 
vice-president than producing cost data.'' 
Indeed, a number of interviewees re-
counted instances where political and in-
terpersonal factors between library staff 
and faculty or university administration 
had significantly greater pay-offs than 
carefully designed and conducted cost 
analysis studies. 
Political decision making inhibited the 
use of cost and performance measure data 
less frequently in the library; however, it 
was still present. One exchange between 
two department heads clearly indicated 
that one was a "favorite" of the director 
while the other was not. Both knew that 
the one "could get away with" limited 
supporting data to justify a change while 
the other probably would be unable to jus-
tify the change even with high quality cost 
data supporting his/her position. It is un-
likely this would go unnoticed by other 
department heads. 
Competition with 
Technical Services 
According to respondents, new 
information-handling technologies, the 
relative ease with which technical services 
can be casted, and the ''sexy'' nature of 
automated systems placed technical ser-
. vices in "unfair competition" for library 
resources. Thus, public service activities 
frequently were shortchanged. 
Most of the interviewees readily admit-
ted that their technical service counter-
parts provided better cost data on activi-
ties than they provided. They perceived 
that production of such cost and perfor-
mance measure data was much easier to 
accomplish for technical services, that is-
sues relating costing to the quality of the 
service were less complex, and that a 
number of the automated systems pro-
duced such data as a by-product of the ser-
vice. Some interviewees were resigned to 
this situation and felt little could be done 
about it. They also believed the impor-
tance of public services would increase a£-
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ter the "love affair" with automation 
ended. 
Perceptions versus Reality 
of uQuality" Services 
Another interesting theme was the 
sense that user perceptions of the quality 
of public services wer:e more important 
than specifying costs and assessing the ac-
tual quality of that service. Indeed, many 
interviewees maintained that the genera-
tion of cost and performance measure data 
could be detrimental. Given a choice, fac-
ulty probably would prefer to purchase 
more books and increase the number of 
periodical subscriptions, especially if they 
knew what it costs to maintain a high 
"correct answer fill rate. " 17 One depart-
ment head said, ''You can't sell services to 
the faculty but you can sell increased book 
collections and periodical runs.'' 
Interestingly, the interviewees were not 
aware of any data in their library that de-
termined how much it costs to provide a 
correct versus an incorrect reference an-
swer, an in-person versus a telephone an-
swer, reference service by staff category or 
similar output measures. They preferred 
to assume that "high quality" services 
were provided but little empirical evi-
dence was produced to support these 
claims. 
When the investigator mentioned stud-
ies in academic libraries that showed less 
than 50 percent accuracy of reference staff 
on quick-fact and bibliographic ques-
tions, 18 they generally doubted that this 
would occur in their library. As one refer-
ence librarian commented, ''Most of our 
questions call for in-depth answers and 
are not quick-fact or bibliographic in na-
ture.'' In addition, the use of unobtrusive 
measures to assess the quality of public 
services19 was not seen as appropriate for 
their particular libraries. Yet, such mea-
sures are valid. 
Although performance measures can 
, provide indicators of the quality of a ser-
vice, the interviewees showed little enthu-
siasm for using such techniques. They had 
a high degree of confidence in their intu-
itive ability to recognize "poor quality" 
services and saw the use of cost and per-
formance measure data as but a weak and 
time-consuming replacement for their in-
tuitive skills. Further, the perceptional 
feedback that many of the librarians re-
ceive from direct contact with patrons was 
seen as providing more useful evaluative 
information. 
Limited Reward Structures 
The interviewees perceived few re-
wards for engaging in the use of cost and 
performance measure data for decision 
making. They suspected that knowledge 
of actual costs and actual performance 
would make their jobs more difficult be-
cause: 
• The time and effort necessary to pro-
duce cost and performance measure 
data would be taken away from direct 
provision of service to library patrons. 
• Actual costs for provision of ''quality'' 
services are perceived to be so high that 
the continuation of these services may 
be questioned by library and university 
administration. 
• Identification of ''poor'' performance 
on a specific service would require a re-
medial action and would represent a 
change in the status quo. 
Further, they did not believe that the 
availability of cost and performance mea-
sure data for public services would signifi-
cantly enhance their ability to obtain addi-
tional funding to improve a service or 
develop new services. 
One interviewee reported that after a 
significant effort on the part of depart-
mental staff on a cost analysis of online 
database searching, no decisions resulted 
for correcting the problems identified in 
the study. It was ''another study cast into 
the well of decision making never to be 
heard from again.'' 
In another example, a reference services 
department completed a cost effective-
ness study on service demands and staff-
ing. As a result of the study, the depart-
ment was able to save 2.5 FTE staff while 
maintaining the same level of reference 
desk staffing. The positions were trans-
ferred to technical services despite the 
pleas of the department head to use them 
for other activities within public services. 
She commented, ''That was the last time I 
tried to save money for the library.'' 
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In short, most interviewees believe that 
the use of cost data and performance mea-
sures is more trouble than it is worth. Li-
brarians who used these techniques typi-
. cally were punished rather than rewarded 
for their efforts. And there was support 
for the notion that cost and performance 
measure data are probably best used at the 
departmental level and may have to be 
"adjusted" before the librarian submits 
them to other administrative levels. 
Summary Propositions 
The views and attitudes expressed dur-
ing these interviews frequently suggest 
that significant organizational change will 
be necessary before cost and performance 
measure data can be integrated success-
fully into academic library decision mak-
ing. Despite the interviewees' degree of 
concern for the provision of high quality 
services and their high degree of profes-
sional commitment to their jobs, there is 
little sense that a rigorous and formalized 
methodology for the collection of cost and 
performance measure data will assist 
them, or their staff, in performing better 
than they do currently. 
The general dissatisfaction with the use 
of cost and performance measure data is 
summarized below: 
• Middle managers are not likely to use 
costing and performance measure tech-
niques in decision-making processes. 
• There are few rewards and benefits for 
those who provide empirical evidence 
to justify the costs and quality of public 
services. 
• The perception by users that the quality 
of services is high will offset reality, if 
services are poor. 
• Intuitive assessments are as accurate as 
decision making based on cost and per-
formance measure data. 
• Funding for public services has been 
limited, in part, because technical ser-
vices can better justify their expenses 
and performance; however, use of simi-
lar methods for public services is not ap-
propriate. 
• Costing and performance measures 
cannot adequately assess the quality of 
public services. 
• Costing, planning, and performance 
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measure methodologies developed in 
public libraries or by state library agen-
cies are inappropriate models for use in 
academic libraries. 
The results from the interviews support 
the conclusion that many middle man-
agers are 
• distrustful of the use of cost and perfor-
mance measure data; 
• unaware of much of the research and 
development done on the general topic 
of performance measurement; 
• unlikely to use such data, even if avail-
able, for library decision making. 
But such findings within the individual aca-
demic libraries should not be surprising 
given the limited attention and exposure 
to these measures. Costing and perfor-
mance measure methodologies seem to be 
concepts in search of a practice. Specific . 
strategies will be necessary to remedy this 
situation. 
INCREASING THE USE OF 
COSTING AND 
PERFORMANCE MEASURE 
DATA FOR ACADEMIC 
LIBRARY DECISION MAKING 
Clearly there is a need for academic li-
brarians to increase their basic knowledge 
of the uses and applications of public ser-
vices cost and performance measure data 
for library planning and decision making. 
An excellent place to begin is with a re-
view of the work done in the public and 
state library context during the past ten to 
fifteen years. This literature provides an 
excellent context to better understand 
why such measures are needed, how they 
can be developed and refined, where they 
are being used currently, and how they 
can be used to improve library planning 
and decision making. 
A review of this literature is beyond the 
scope of this paper and has been summa-
rized, in part by Lynch. 20 However, Perfor-
mance Measures for Public Libraries, 21 pub-
lished in 1973, stands as a benchmark 
because the study set the stage for the de-
velopment of an attitude that public librar-
ians must engage in a process that pro-
vides ongoing evaluative data about the 
performance of the library. The Public Li-
brary Association (PLA) supported this 
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study, and has provided direct support for 
the publication of A Planning Process for 
Public Libraries22 in 1980, Output Measures 
for Public Libraries23 in 1982, and Costing Li-
brary Services: A Management Handboo1(4 in 
1985. 
Also during the late 1970s and early 
1980s, a number of state library agencies 
became actively engaged in the develop-
ment of statewide planning and use of 
performance measures. The Oklahoma 
Department of Libraries published Perfor-
mance Measures for Oklahoma Libraries in 
1982 and the Utah State Library published 
in 1985 the manual, Planning Evaluatin~ 
and Measuring for Public Library Excellence. 
An overview of the state libraries' use of 
performance measures has been written 
elsewhere. 27 
PLA, with the Urban Library Council 
(ULC) and Chief Officers of State Library 
Agencies (COSLA) funded the Public Li-
brary Development Project in 1985 that 
will result in an integrated set of manuals/ 
reports related to: 
• the planning process 
• performance measurement 
• role setting, i.e., selecting appropriate 
missions and activities given the li-
brary's resources and community 
• a national database of public library sta-
tistics 
Karen Krueger and Douglas Zweizig have 
described this project in greater detail 
elsewhere. 28 However, the project is 
scheduled for completion in early 1987 
and should provide important methodo-
logies and tools for the assessment of pub-
lic libraries. 29 
In short, the public and state libraries 
have a long and productive involvement 
with the development and testing of plan-
ning and performance measures. Over the 
years, they have promoted a positive atti-
tude and respect for costing and perfor-
mance measurement of public services by 
public librarians. Significant amounts of 
money have been used to finance these 
projects and produce the various manuals 
noted above . Despite obvious differences 
between the public and academic library 
setting, much of the methodology, many 
of the measures, and important lessons 
from this history of involvement can be 
applied to an academic library. 
Findings from this study as well as les-
sons from the public library experience 
with cost and performance measure data 
suggest a number of possible strategies. 
Two different but related areas where 
strategies will have to be developed to in-
crease their use in academic libraries are at 
• the professional level; 
• the organizational level. 
Professional Level Strategies 
1. Assess and increase the degree of 
commitment that can be focused on the 
development of appropriate methodolo-
gies. 
There may not be adequate support 
from the academic library professional 
community at this time to mount an effort 
for the development of cost and perfor-
mance measure methodologies. While 
there clearly is much talk about the topic, 
specific actions and products have been 
few. 30 To have a significant impact on the 
academic library professional community, 
a commitment to such a project will be 
necessary from recognized leaders in aca-
demic libraries, professional associations 
such as the Association of College andRe-
search Libraries (ACRL), with direct sup-
port from the Association of Research Li-
braries (ARL), the Council on Library 
Resources (CLR), and perhaps other po-
tential funding agencies. 
Individual library subscriptions to sup-
port research and development programs 
are an excellent strategy that public li-
braries have used successfully to increase 
commitment to such projects. For exam-
ple, the "Public Library Development 
Project'' is sponsored by PLA, COSLA, 
and the ULC. Some thirty state library 
agencies and more than sixty public li-
braries are funding the project-each con-
tributing between $500 and $6,000. Such 
funding strategies lead to commitment 
and a sense of ''owning'' a part of the 
project. 
2. Coordinate leadership and planning 
for developing the methodologies. 
Assuming a potential commitment to 
such projects will materialize, a coordi-
nated plan and vigorous leadership are 
needed to 
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• clarify the objectives and content for a 
development program related to cost-
ing and performance measures for aca-
demic libraries; 
• seek and obtain funding to support re-
search and development in the areas of 
academic library cost and performance 
measure methodologies; 
• identify and obtain the support from a 
wide range of academic library leaders . 
to participate in such projects. 
The primary players have been ARL and 
CLR. Significant direct participation by 
ACRL, federal and/or private funding 
agencies, and direct involvement from . 
major academic libraries in this country 
has yet to occur. 
The success that public and state li-
braries have achieved is due largely to 
long-term coordinated leadership and 
planning. The PLA activities have covered 
more than fifteen years of concerted ef-
forts; the state library in Oklahoma has 
been involved in research and develop-
ment on planning and performance mea-
sures for six years. Both have spent con-
siderable resources to produce and test 
practical, usuable manuals. More impor-
tantly, the research and development 
products from PLA, state library agencies, 
individual public libraries, and individual 
researchers and consultants have signifi-
cantly benefited from the contributions of 
each other. 
3. Increase academic librarian aware-
ness of the importance and potential ap-
plications of these methodologies. 
As the results from this study suggest, a 
major effort must be mounted to ''sell'' ac-
ademic librarians and their directors on 
the importance of and applications result-
ing from costing and performance mea-
sure methodologies. Specific areas where 
increased awareness is necessary include 
• explaining their purpose for library ad-
ministration; 
• describing the current status of the 
methodologies and how they can be de-
veloped and computed; 
• relating the measures to library decision 
making and planning, and to increasing 
overall library effectiveness. 
Although this will not occur overnight, 
greater national attention is needed. 
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Many academic librarians are uncon-
vinced that these data are either nec'essary 
or would contribute to increasing the qual-
ity of library services. Academic library 
leadership has increased the professional 
community's awareness of other key is-
sues such as library education, preserva-
tion, and producing compatible machine-
readable bibliographic records. It should 
be done here as well. 31 
Organizational Level Strategies 
1. Review existing management styles 
and organizational climates within the ac-
ademic library. 
The results from this study indicated 
that in some instances the director's man-
agement style and the library's existing or-
ganizational climate would not support 
cost and performance measure-based de-
cision making. The management style 
should include direct support for Informa-
tion Resources Management (IRM) princi-
ples, including: 
• Organizational information resources 
must be carefully identified and those 
that contribute to the increased effec-
tiveness, efficiency, or productivity of 
the organization acquired and ex-
ploited. 
• The quality of library decision making . 
and planning is directly dependent on 
the ability of the organization to manage 
cost and performance measure data. 
• A carefully established plan for using 
organizational information resources is 
essential. 
• All librarians should have wide access · 
and exposure to these resources. 
To enhance the use of cost and perfor-
mance measure data it will be necessary to 
understand basic IRM concepts and to im-
plement specific methodologies. 
Secondly, the organizational climate of 
the library must support the use of cost 
and performance measure data for deci-
sion making. Organizational climate is a 
psychologically based method of describ-
ing how peoples' value systems coexist 
with those of the organization. Measures 
of organizational ·climate have proven to 
be a viable method to distinguish and di-
agnose an organization's psychological 
health. A validated methodology for as-
sessing academic library organizational 
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climates has been described elsewhere. 32' 33 
2. Increase the knowledge level of the 
importance and potential applications of 
cost and performance measure data. 
A program to· increase academic librari-
ans' knowledge should include both tech-
nical skills and administrative concepts:34 
• philosophical underpinnings and justi-
fication for the use of cost and perfor-
mance measure data in library decision 
making and planning 
• background information describing ex-
isting methodologies 
• in-house training sessions about identi-
fying, collecting, organizing, analyzing, 
and reporting data 
• demonstrations about how the individ-
ual academic librarians can use specific 
data for decision making and planning. 
Clearly, a broad range of educational con-
tent and formats can be used to increase 
the knowledge of library professional staff 
about the uses and potential application of 
these data. But this must be individually 
tailored to the needs of the library staff. 
3. Develop administrative systems that 
support the identification, collection, or-
ganization, analysis; and reporting of cost 
and performance measure data. 
Careful consideration is needed to de-
sign Management Information Systems 
(MIS) and Decision Support Systems 
(DSS) that can assist librarians to identify, 
collect, organize, analyze, and report the 
data. 35 The participants in the interviews 
reported that there were few structures in 
place for a regular, ongoing process to 
manage the cost data that was available. 
Typically, they described a "reactive" 
rather than a "proactive" approach. 
Although figure 1 represents a broad 
overview of the reactive and proactive ap-
proaches, some differences are important 
to note: 
• The reactive approach offers neither a 
philosophy of organization information 
management nor a set of specific objec-
tives/policies for the use of cost and per-
formance measure data. 
• The proactive system calls for a formal 
MIS orDSS. 
• There are no feedback loops in the reac-
tive approach: formal evaluation does 
not take place, integration of new cost 
and performance measure data typi-
l 
c~llly does not occur, and thus, no as-
sessment can be made on the reliability 
and validity of the data. 
• Wide accessibility to the data is pro-
vided in the proactive system and data 
are integrated into organizational deci-
sion making and planning. 
As suggested earlier, the reactive ap-
proach best describes the libraries as re-
ported by the interviewees. 
To generate usable data, an organiza-
tional system must be in place that recog-
nizes the interactive aspects of policy mak-
ing, encourages wide access to the data, 
and recognizes that empirical data are 
used in a much broader psychological con-
text of organizational politics, personali-
ties, and conflicting objectives. The proac-
tive approach shown in figure 1 can be 
designed to accommodate these factors 
and still enhance rational decision making; 
the reactive approach discourages rational 
decision making and encourages a politi-
Organizational 
philosophy of 
IRM and 
supportive 
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cal, personality based, intuitive decision-
making process. 
4. Establish reward structures for librar-
ians who use cost and performance mea-
sure methodologies for library decision 
· making. 
Academic librarians who are involved in 
the use of cost and performance measure 
data frequently are not rewarded for such 
involvement, or worse, may be punished 
(indirectly). Academic library administra-
tors can use a wide range of motivational 
strategies and reward structures to en-
courage the use of these methodologies, 
including: 
• Release time: Given the heavy load of re-
sponsibilities for many academic librari-
ans, new responsibilities to produce 
cost and performance measures should 
occur only after release from other re-
sponsibilities. 
• Provide evidence that the cost and perfor-
mance measure data are used in decision 
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making: Too often, librarians perceive 
the collection of such data as simply an 
exercise; if the data are to be collected, 
make certain, and show evidence that 
they are used for library decision mak-
ing and planning. 
• Negotiate reallocation of resources saved as a 
result of cost or performance measure stud-
ies: If studies by an individual or a de-
partment identify instances where re-
sources can be saved or services made 
more effective, that department should 
profit in some way. 
• Provide resource support to assist in the use 
of cost and performance measure data: The 
need for training programs already has 
been discussed, but provision of equip-
ment, e.g., microcomputers and soft-
ware, staff assistance, or other re-
sources to aid in the data collection and 
analysis process will facilitate the suc-
cessful use of cost and performance 
measure data. 
Other motivational techniques also are 
possible and include a wide range of both 
intrinsic and extrinsic reward structures. 
These structures will have to be designed 
in light of the unique characteristics of the 
library staff and the reward structures 
available. 
FACING THE. CHALLENGE 
Much of the literature on the topics of 
cost and performance measure methodo-
logies assumes that using such methods 
will increase library efficiency and effec-
tiveness. However, there is limited empir-
ical evidence that can be used to verify this 
assumption despite the fact that a growing 
--- - ------------- --
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number of libraries have been involved in 
the use of cost and performance measure 
data and are willing to "testify" about 
their importance for increasing library ef-
fectiveness. The testimonials usually 
stress the use of such methodologies as an 
administrative self-diagnostic tool and not 
as a means to justify funding increases. 
Academic librarians must determine if 
the formal use of cost and performance 
measure data is either appropriate or nec-
essary in their library. The determination 
will have to consider other library priori-
ties and the resources necessary to estab-
lish a system for the effective use of the 
data for library decision making and plan-
ning. But, most importantly, they should 
remember that effective use may have a 
significant overall organizational impact-
resources can be allocated more efficiently 
and objectives can better meet user infor-
mation needs. 
The view from the middle management 
trenches is a bit paradoxical. Tools that will 
assist academic librarians to manage their 
areas better are badly needed. But the cli-
mate to support their use for better man-
agement is seldom available. If increased 
use is to occur, professional leadership and 
organizational development will be re-
quired. The methodological tools can be 
created, improved, and refined. Resources 
can be marshaled. A strong commitment 
· and sense of purpose are necessary to meet 
the challenges to be faced in using cost and 
performance measure methodologies for 
improved academic library decision mak-
ing and planning. 
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APPENDIX A: INTERVIEW QUESTIONS* 
1. How is "effectiveness" of library public services determined? 
2. To what degree do public services have to be "efficient" for them to be funded within the library? 
3. What costing data are currently available at the library and for which specific public service areas? 
4. What are the administrative needs at the library to produce specific costs analyses of public ser-
vices? 
5. Are cost data used with performances measure data to assess public services? 
Is unobtrusive testing an appropriate methodology to assess the quality of public services? 
7. On what basis are administrative decisions made regarding the expansion, elimination, and over-
all effectiveness of public services? 
8. What specific data would be useful regarding costing and performance measures of public ser-
vices? 
9. How well do public services compare to technical services in use of cost and performance measure 
data? What are the effects of disparities between the two areas in terms of library resource alloca-
tion? 
10. Does the library organizational climate and management styles support the use of cost and perfor-
mance measure data for decision making and planning? 
*These were used as introductory questions, additional follow-up and in-depth questions broadly related to the 
study objectives were also used depending on the flow of the interview. 
An Organizational 
Paradigm for Effective 
Academic Libraries 
David W. Lewis 
The organizational structures of academic libraries are considered in light of the work of anum-
ber of organizational theorists, and related work by librarians is reviewed. An organizational 
paradigm for effective academic libraries is developed based on this review. The paradigm is 
composed of five parts: a modified professional bureaucratic structure, flexible resource alloca-
tion, the use of management information systems, the export of production functions, and the 
development of an organizational philosophy. 
begin with the assumption that 
the current organizational 
structures of academic libraries 
· will not accommodate the roles 
that will soon be expected of them and the 
academic librarians who inhabit them. 
Predictions of the coming paperless soci-
ety have been around for some time, but it 
_is now clearly more than talk. The technol-
ogy of scholarship is changing, and as Pa-
tricia Battin has said, ''The effectiveness of 
new systems of access to scholarly re-
sources will depend upon the cooperative 
efforts of the university community to 
identify and develop the substance of new 
structures to knowledge, a process which 
will demand new organizational capaci-
ties in the university. " 1 I would add that 
libraries must find new organizational ca-
pacities as well. 
Despite a history that includes some no-
table examples of innovation and change, 
the more important truth about academic 
libraries is. that they are encumbered by 
record systems and by financial and orga-
nizational structures, which discourage 
innovation and make it difficult for them 
to manage uncertainty. For many good 
reasons academic libraries have been, and 
in large part still are, inertial institutions. 
The large investment in card files makes 
change in these structures all but impos-
sible, as the recent experience with 
AACR2 has shown. In addition, the bud-
gets of most academic libraries allow little 
or no flexibility. This, along with a capital 
budgeting approach in most colleges and 
universities that does not consider depre-· 
dation or return on investment, makes the 
justification of capital investment difficult. 
If academic libraries are to be successful in 
the future they must change. 
Academic libraries have been primarily 
production organizations. Their product 
has been an organized collection of mostly 
print materials. The specific production 
technologies have changed, especially in 
the past twenty years, but the basic orga-
nizational philosophy and operational 
principles have remained largely un-
changed for the better part of a century. 
The organizational structure adopted by 
academic libraries reflects this production 
orientation. Most are bureaucratic hierar-
chies or, to use another term, machine bu-
reaucracies. In general, these organiza-
tional structures have been effective. They 
have allowed for consistency and control 
and for considerable job specialization. 
They are suited to an environment where . 
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coordination depends, as it does with li-
braries' complex record structures, on 
standardization of work. 
This is changing. Service programs have 
become more important, and the stan-
dardization of records is becoming more a 
national, and less a local, issue. As a result 
of the development of national biblio-
graphic utilities, academic libraries are in-
creasingly capable of purchasing rather 
then producing bibliographic control. 
This ability to jettison much of the produc-
tion function may provide academic li-
braries the opportunity to, as Battin has 
said, ''draw into an existing strength the 
talents and expertise of individuals newly 
committed to the management and provi-
sion of scholarly information services and 
create an institutional capacity to re-
invent the university in the electronic 
age. "2 
This article will explore the organiza-
tional structures that are available to aca-
demiG: libraries. Fundamental to this effort 
is the beliet shared by Henry Mitzberg 
and others, that an organization must find 
the structure that is the best fit to its func-
tion and environment and that this struc-
ture needs to be consistently constructed. 
As Mitzberg states: 
It should become evident how all of its elements 
of structure and situation form themselves into 
a tightly knit, highly cohesive package . No one 
element determines the others; rather, all are 
locked together to form an integrated system. 3 
The pieces must be put together so that 
they complement each other; they should 
be put together with purpose. To speak in 
William Ouchi' s terms, the organization 
should have a well-developed philoso-
phy. In looking at the organizational is-
sues that confront academic libraries, we 
will begin by examining the work of a 
number of organizational theorists, partic-
ularly Mitzburg, Ouchi, Jay Galbraith, 
and Selwyn Becker and Duncan 
Neuhauser. This will provide a context for 
our discussion. We will then examine ·aca-
demic libraries in light of this theory and · 
the work of some librarians who have ad-
dressed organizational issues. The final 
section of the paper will propose a struc-
ture and organizational philosophy that I 
believe will effectively serve academic li-
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braries as they confront their new roles. 
MITZBERG: STRUCTURAL 
ALTERNATIVES AND 
ORGANIZATIONAL FIT 
Mitzberg begins his analysis of organi-
zational structure by identifying five pri-
mary components of an organization. 4 
They are (1) the strategic apex, or the top 
management; (2) the operating core, 
which contains the people who do the ba-
sic work of the organization; (3) the mid-
dle line or the managers between the oper-
ating core and the strategic apex; ( 4) the 
technostructure, which provides systems 
design, formal planning, and control; and 
(5) a support staff that provides indirect 
services, including everything from the 
mail room to legal services. Using these 
components as a basis, Mitzberg con-
structs five organizational configurations. 
Each has its own strengths and weak-
nesses; each is best suited for different 
tasks and different environments. 
1. Simple structure. This configuration 
consists of a few managers in the strategic 
apex and an operating core. Notably miss-
ing are the other elements, a middle line, a 
technostructure, and a support staff. Or-
ganizations of this type tend to be small 
and are controlled and coordinated by di-
rect supervision from the strategic apex. 
They tend to use simple technologies and 
purchase support services. Simple struc-
tures are lean and flexible. Centralized 
control allows rapid and flexible innova-
tion and an ability to operate in a complex 
and even hostile environment. But this 
configuration is not without its limita-
tions. It is highly dependent on strong and 
skilled leadership and is not suited for 
growth beyond a size that can be managed 
by direct supervision. This configuration 
also has difficulty with efficient mass pro-
duction. 
2. Machine bureaucracy. This is Mitz-
berg' s term for what most of us think of 
simply as bureaucracy. This configuration 
specializes in mass production and is most 
effective in a stable environment. It em-
phasizes standardization of work and job 
specialization. To assure standardization 
this structure elaborates its administrative 
structures. This leads to a large middle 
line to, as Mitzberg puts it, "oversee the 
specialized work of the operating core and 
to keep the lid on conflicts that inevitably 
result from rigid departmentalization, as 
well from alienation that often goes with 
routine, circumscribed jobs."5 The tech-
nostructure is expanded to develop the re-
quired control mechanisms. In an effort to 
stablize its environment machine bu-
reaucracies will internalize support func-
tions in a large support staff. The prob-
lems of this configuration are well 
known-it creates dull and repetitive 
work that alienates employees. Organiza-
tions in this configuration seek control 
over their environment rather than adap-
tion to it and are thus unlikely to be inno-
vative. They have trouble using complex 
technologies that require a sophistication 
that is difficult to standardize or where the 
operating core consists of professional 
workers. While these problems exist, it is 
also true that machine bureaucracies can 
produce many products cheaply and effi-
ciently and can provide stability by insu-
lating themselves to resist shocks from the 
external environment. It is not without 
cause that this configuration is the most 
common in industrialized societies. 
3. Professional bureaucracy. Law firms 
and colleges exemplify this configuration. 
It relies for coordination on the standard-
ization and high level of skills of its opera- · 
tors, and many decisions, both opera-
tional and strategic, are made by these 
operators. Professional bureaucracies 
tend to be decentralized and democractic 
for the professionals in the operating core. 
Because of this decentralization there is a 
small middle line and large spans of con-
trol. The technostructure is also small be-
cause many of its tasks are performed by 
the professional operators. The support 
staff, on the other hand, tends to be large 
in order to give the professionals as much· 
aid as possible. The strategic apex often 
. does not so much supervise the operating 
core as provide a link to the broader envi-
ronment. Professional bureaucracies can 
operate effectively in very complex envi-
ronment because they can develop and 
apply high levels of skill. They can adapt, 
but they have trouble with fundamental or 
revolutionary change. To quote Mitzburg, 
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''This is not a structure to innovate but 
one to perfect what is already known.' '6 
4. Divisional form. This configuration 
comes into existence most often when the 
organization's product is diverse. Organi-
zational units are often market based. The 
units themselves may take on any config-
uration, but they relate to the parent orga-
nization by a control system that empha-
sizes standardization of outputs, in most 
cases short-term profit. It is argued that 
this form allows for the distribution of en-
trepreneurial risk across a large organiza-
tion, that it allows for the centralization 
and more efficient use of the technostruc-
ture and support staff, and that it is more 
adaptive than a machine bureaucracy. It 
is, however, dependant upon divisional 
goals that can be operationalized, quanti-
fied, and compared as well as on perfor-
mance that can be measured in the short 
term. These requirements can produce an 
incentive structure for division managers 
not in the best long-term interest of the or-
ganization. Short-term profit taken at the 
cost of long-term growth and suboptimi-
zation are the likely results. 
4. Adhocracy. This configuration suits 
organizations that need to innovate in 
complex ways in complex environments. 
It is a fluid structure based on interacting 
project teams. As such it is difficult to de-
scribe in traditional terms. Coordination 
and control come about through informal 
communication and mutual adjustment 
among the experts who make up the proj-
ect teams. Power in an adhocracy is not 
based on authority or hierarchical position 
but rather on who has the expertise to best 
make a given decision. It is possible for ev-
eryone in the organization to contribute to 
both strategic and operational decisions. · 
The direction in which the organization 
moves is determined from the bottom, 
based on how proje_cts develop; it can not 
be imposed from the top. This configura-
tion, as Mitzberg states, "contradicts 
much of what we accept on faith in 
organizations-consistency in output, 
control by administrators, unity of com-
mand, strategy emanating from the top.' ' 7 
Adhocracies can be considered inefficient 
because they require slack resources and 
cannot be tightly controlled. It is a config-
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uration that can put men on the moon, but 
would likely not fare well competing in a 
stable production environment. 
OUCHI: ORGANIZATIONAL 
CONTROL MECHANISMS 
ANDTHEORYZ 
Unlike Mitzberg, who looks at struc-
. tures, Ouchi sees mechanisms of organi-
zational control as the key to understand-
ing where and why organizations are 
successful. But like Mitzberg, Ouchi is a 
contingency theorist; that is, he believes 
that different types of organizational con-
trol work best for different tasks in differ-
ent environments. In looking at effective 
organizational control mechanisms Ouchi 
and Raymond Price see two requirements. 
First, the mechanism must assure that 
members of the organization are moti-
vated to pursue acceptable goals. Second, 
the members of the organization must 
have the information necessary to execute 
actions that will meet the goals. They ar-
gue that there are three basic organiza-
tional control mechanisms: markets, bu-
reaucratic hierarchies, and clans.8 
Markets use price as both a motivator, in 
that individuals seek to maximize per-
sonal wealth, and as a way of conveying 
information. But while market mecha-
nisms are often used, they are generally 
supplemented by the use of a bureaucratic 
hierarchy. This is because price, especially 
in an organizational context, can be diffi-
cult to determine. Establishing the contri-
bution made by different departments to a 
product, as anyone who has even briefly 
studied transfer pricing issues can a test, is 
far from a simple matter. Market theory 
states that for a market to be effective it 
must have perfect, or at least approxi-
mately perfect, information. In most orga-
nizations the cost of information makes a 
pure market impossible, thus there is of-
ten a fall back to bureaucratic control. 
Bureaucratic hierarchies rely on the 
specification and monitoring of rules. The 
rules provide the required information on 
how members of the organization should 
act. The monitoring provides the motiva-
tion, at least in situations where employ-
ees accept employment in exchange for a 
willingness to allow their superiors to tell 
them what to do and monitor their perfor-
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mance closely. Rules, though, tend to be 
rigid and crude devices for conveying in-
formation; they simply cannot anticipate 
all possibile contingencies. To overcome 
this, in bureaucratic hierarchies, excep-
tions are passed up to a superior who has 
the authority to resolve the exception. Dis-
cretion is thus concentrated at the top of 
the organization. This creates a situation 
in which the employee is dependent on 
his or her superior. Bureaucratic hierar-
chies typically use job specialization to 
make rules simpler and monitoring easier. 
The final organizational control mecha-
nism identified by Ouchi and Price is the 
clan. A clan is a culturally homogeneous 
group whose members share both a com-
mon goal and a common understanding of 
the best ways to pursue that goal. In the 
pure form, the individual is socialized so 
that his or her goals coincide with those of 
the organization; this provides the moti-
vation. In a clan, individual decision mak-
ing becomes almost instinctual; thus, the 
clan can function even in ambiguous situ-
ations without the overriding structure re-
quired by a bureaucratic hierarchy or the 
information structures required by a mar-
ket. But a clan is dependent on a stable 
and homogeneous membership, which in 
an industrialized society is difficult to 
achieve. 
Ouchi and Price sum up the advantages 
these three mechanisms by stating 
Hierarchy is thus only one among the three 
mechanisms of social control over collective 
tasks. However, while markets require highly 
sophisticated price information for their opera-
tion and clans require extreme homogeneity 
and stability, bureaucratic hierarchies can oper-
ate with only partially committed, largely unso-
cialized employees, working under conditions 
of extreme ambiguity. 9 
They conclude that ''if a bureaucracy is 
the only social control mechanism that can · 
withstand the conditions accompanying 
industrialization, then we must agree . . . 
that bureaucratic hierarchy is here to 
stay. ''10 In looking at ways to mitigate the 
negative effects of bureaucratic 
hierarchies-task specialization and 
dependency-it is necessary, Ouchi and 
Price argue, to incorporate either aspects 
of the market or aspects of clan mecha-
nisms. Unless the essential control mecha-
nism is altered, they say, fundamental 
change in the organizati0n will not be pos-
sible. 
Ouchi argues for the adoption of ele-
ments of clan control to create what he 
calls the Theory Z organization. 11 The The-
ory Z organization dispenses with exces-
sive bureaucratic structures by developing 
mechanisms of socialization. It takes ad-
vantage of the trust and subtlety that 
result from this socialization process to in-
crease productivity. To achieve trust and 
subtlety, Theory Z organizations put a 
premium on long-term employment. 
They avoid excessive job specializatigp by 
rotating individuals through a number of 
organizational functions and promoting 
individuals slowly. Work is generally or-
ganized in groups that, while their output 
is measured, are given much autonomy in 
structuring their tasks. Also of importance 
is a well-developed, clearly stated, and 
broadly accepted organizational philoso-
phy. The organizational philosophy is the 
mechanism by which the individual is in-
tegrated into the organization. By focus-
ing on the goals of the organization it pro-
vides the basis for individual and 
work-group decision making. The em-
ployee of a Theory Z organization is moti-
vated by the long-term commitment the 
organization is willing to make to him or 
her, and perhaps of more importance, by 
the organization's willingness to trust his 
or her judgment in a wide variety of situa-
tions. Ouchi uses the term subtlety to indi-
cate the sophistication of an information 
system that is based on a long-term 
knowledge of the task, the goals of the or-
ganization, and the strengths and weak-
nesses of one's peers. This combination 
allows for refinements that often lead to a 
high level of productivity. It should be 
clear that the Theory Z approach is not 
·without its costs. These organizations 
must generally avoid volatile markets and 
have been criticized for allowing slack re-
sources. 
JAY GALBRAITH: 
CONFRONTING 
INCREASED UNCERTAINTY 
Galbraith examines organizations from 
a perspective that focuses on their 
information-processing ability. This ap-
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proach is useful in exploring the reactions 
of organizations as they encounter uncer-
tainty. Galbraith begins with the basic bu-
reaucratic organization that operates by a 
set of rules and passes exceptions up a hi-
erarchy. He states: 
The ability of an organization to successfully 
utilize coordination by goal setting, hierarchy, 
and rules depends on the combination of the 
frequency of exceptions and the capacity of the 
hierarchy to handle them. As the task uncer-
tainty increases, the number of exceptions in-
creases until the hierarchy is overloaded. 
Therefore, the organization must again take or-
ganization design action. 12 
In Galbraith's view, how an organization 
confronts increased uncertainty is one of 
the most important strategic decisions it 
can make. He suggests that there are two 
basic strategies. The first is to reduce the 
amount of information the organization 
needs to process. The second is to increase 
the capacity of the organization to process 
information. The first three of Galbraith's 
alternative approaches fall into the first 
strategy; the second two alternatives use 
the second strategy. 
1. Environmental management. In this ap-
proach the organization, rather than 
changing itself, attempts to modify its en-
vironment. There are a number of mecha-
nisms that can be used. Vertical integra-
tion can lessen uncertainty in the supply 
of resources or in markets. A public rela-
tions response may be effective in influ-
encing the environment. Finally, the orga-
nization can contract or withdraw from 
the uncertain environment. 
2. Creation of slack resources. This ap-
proach is simply to reduce the level of per-
formance. More resources can be applied 
by building redundant systems, increas-
ing inventories, or adding staff. These ad-
ditional resources are called slack resources 
because they are used only at times of high 
demand, at other times they are slack. 
This approach has obvious costs, but it 
will lessen the stress on the organization 
· and will reduce the number of exceptions 
passed up the hierarchy. 
3. Creation of self-contained tasks. This ap-
proach changes the ways tasks are divided 
into subtasks with the aim of creating 
more self-contained units. One way of 
achieving this is the creation of units 
342 College & Research Libraries 
based on output, geography, or client 
group, rather than on input, skill, or occu-
pational categories. This reduces the out-
put diversity and the complexity faced by 
a unit. A second method is to reduce the 
division of labor. The example cited by 
Galbraith is the need for computer pro-
gramming expertise in three departments. 
In a functional organization a programmer 
would be hired and his or her time shared 
between the departments. In the self-
contained approach, where there was not 
sufficient demand for a full-time program-
mer, the professionals in the department 
would do their own programming. As 
Galbraith says, ''specialization is reduced 
but there is not the problem of scheduling 
the programmer's time across the three 
possible uses for it. " 13 
4. Investment in vertical information sys-
tems. This is the first of the two approaches 
that aim to increase the organiz;:1tion' s 
ability to process information. Such sys-
tems typically consist of mechanisms for 
monitoring and adjusting organizational 
plans and targets. These systems are usu-
ally called management information systems. 
They are almost always computer based 
and are supported by the principles of 
managerial accounting. The goal of this 
approach is to collect information on the 
operation of the organization, to summa-
rize and analyze it, and to channel it to the 
appropriate places in the hierarchy so that 
operations can be continually modified to 
increase productivity. 
5. Creation of lateral relations. The final 
approach decreases pressure on the hier-
archy by employing a lateral decision pro-
cess that can cut across lines of authority. 
Rather than bring the information to the 
point where the authority to make a deci-
sion exists, this approach decentralizes 
the decision process by bringing the deci-
sion to where the information exists. 
There are a number of such coordinating 
or liaison mechanisms. They can range 
from interdepartmental liaisons to task 
forces, or a matrix design for some or all of 
the organization. The major cost of this 
approach is the increased cost of manage-
rial resources that must be devoted to 
group processes. There is also a risk that 
decisions taken at lower levels will reflect 
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local rather than organizational goals. 
Each of the five alternatives to confront-
ing uncertainty has its costs, and an effec-
tive organization will choose the alterna-
tive or combination of alternatives that 
meet its changing requirements at the 
least cost. It is Galbraith's contention that 
if an organization makes no conscious 
choice a choice will be forced upon it. As 
he states: 
The organization must adopt at least one of the five 
strategies when faced with greater uncertainty. 
[Italics in the original.] If it does not consciously 
choose one of the five, then slack, reduced per-
formance standards will happen automatically. 
The task information requirements and the ca-
pacity of the organization to process informa-
tion are always matched. 14 
BECKER AND NEUHAUSER: 
VISIBILITY OF 
CONSEQUENCES 
Becker and Neuhauser create a complex 
contingency theory of organizational ef-
fectiveness and structure that they call the 
"entrepreneurial theory."15 Not all of the 
details of their work are of concern, but 
one concept is most useful in looking at ac-
ademic libraries. They describe an organi-
zational variable, which they call the visi-
bility of consequences and define as, "the 
degree to which the owner of an organiza-
tion can and does evaluate the costs of ob-
taining a given level of goal attainment 
from a procedure-resource interaction.''16 
In other words, visibility of consequences 
is high when the head of an organization 
can and does measure the cost of a pro-
gram and that program's contribution to 
the organization's goals. Low visibility of 
consequences comes about when the head 
of an organization either cannot-or will 
not-assess the value of a program in 
these terms. One way to think of visibility 
of consequences is to consider the length 
of time between an action taken by an in-
dividual and a reasonable evaluation of 
the success of that action and the quality of 
the individual's performance. The longer 
this period, the lower the visibility of con-
sequences. 
Low visibility of consequences, Becker 
and Neuhauser claim, will lead to an in-
crease in usurpation, that is the inappro-
priate use of organizational resources ei-
ther by individuals or by departments. In 
hierarchical bureaucracy, usurpation usu-
ally takes a form that Becker and 
Neuhauser call ritualization of procedures. 
As they describe it, "Ritualization as a 
form of usurpation occurs when an opera-
tor insists on certain procedures not nec-
essarily in the best interest of the organiza-
tion simply because they benefit him 
personally."17 For example, when an op-
erator insists on maintaining old proce-
dures even when new and better ones are 
available, the operator remains the expert, 
does not have to be retrained, and gains 
security. But the organization is less effec-
tive. 
Becker and Neuhauser also suggest that 
a high visibility of consequences will assist 
in conflict resolution within organiza-
tions. As they state, "when there is a basis 
for conflict resolution (high visibility of 
consequences) ... resolution will be 
rapid, and, other things being equal, lev-
els of conflict low."18 Organizations that 
have a high visibility of consequences, 
they claim, are not only quicker to suggest 
alternatives when faced with environ-
mental change but will also make the nec-
essary adjustments to react to change. 
When the effects of actions in an organiza-
tion are clear, adaption is easier. For all of 
these reasons Becker and Neuhauser hy-
pothesize that visibility of consequences is 
positively related to organizational effi-
ciency and that procedures that enhance 
visibility of consequences will enhance the 
efficiency of organizations. After anum-
ber of field studies Becker and Neuhauser 
claim that there is substantial evidence to 
support their hypothesis. 
LIBRARIES 
IN LIGHT OF THE THEORY 
Organizational Structures 
If we look at academic libraries using 
Mitzberg's organizational typology, we 
see for the most part machine bureaucra-
cies. As Barbara Moran states in her recent 
review: 
Academic libraries today are organized in m~ny 
different patterns, depending upon size, kind 
of institution, growth rate, geographic disper-
sal, and available space. Regardless of the orga-
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nizational pattern chosen, almost all academic 
libraries are structured in a hierarchical man-
ner.19 
Helen Howard comes to a similar conclu-
sion after reviewing the literature, "Bu-
reaucratic models of organization domi-
nate most libraries. Few major chan~es 
have been reported in the literature. " 2 In 
one of the most exhaustive analyses of the 
organizational structure of a single aca-
demic library, the Booz, Allen, and Hamil-
ton study of the Columbia University Li-
braries, we again see a hierarchical 
bureaucracy. 21 While the details of the 
structure recommended by Booz, Allen, 
and Hamilton differ in some respects from 
previous library models, it has all the 
marks of a hierarchical or machine bu-
reaucracy: a large middle line, a strong 
technostructure (in this case the planning 
office) and a support staff. Yet there is a 
tension. Booz, Allen, and Hamilton rec-
ommend a standing committee structure 
to allow librarians from the operating core 
to participate in decision making. The 
structure of the resources group has all the 
markings of a professional bureaucracy. 
Another example of the alternative pulls 
of the machine and professional bureau-
cratic configurations can be seen in Gor-
man's description of two reorganizations 
at the Library of the University of Illinois 
at Urbana-Champaign. 22 He describes one 
reorganization that introduced six new as-
sistant directors-an increase in the mid-
dle line that might be seen as a move to-
ward a machine bureaucracy. The second 
reorganization created decentralized 
groups of professional librarians to carry 
out selection, cataloging, and reference 
work, while centralizing clerical and 
automation-based processing. This looks 
very much like a move toward a profes-
sional bureaucracy. As these two exam-
ples show, large academic libraries con-
. tain both production and professional 
functions. Martell presents models for ac-
ademic library organization much like 
Mitzberg' s professional bureaucracy; it is 
based on what he calls "client-centered 
work groups. " 23 He solves the profes-
sional/production dilemma by placing the 
production segments of the organization 
in a support staff role. 
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Joseph McDonald looked at libraries in 
light of Mitzberg' s theory. 24 He concluded 
that the professional bureaucratic configu-
ration was the one that most fitted li-
braries. However, he notes a number of 
weaknesses that might effect this configu-
ration's effectiveness in the library con-
text. They are (1) coordination by skill 
standardization is a loose coordinating 
mechanism that might not be effective in 
complex organizations; (2) professionals 
may use their discretion to pursue their 
own concerns and not the organization's 
goals, and (3) because innovation requires 
cooperation and the rearrangement of ac-
cepted professional practice, it is difficult 
to achieve in professional bureaucracies. 25 
Smaller institutions, such as college li-
braries, unlike their larger cousins, are 
likely to be configured as simple struc-
tures. This allows well-administered col-
lege libraries to create programs with a fo-
cus and coherence impossible in most 
university libraries. The example of the 
Earlham College Library under Evan Far-
ber comes quickly to mind. When we see 
college libraries as simple structures the 
reasons for the challenges and opportuni-
ties of college librarianship discussed by 
William Moffett become clear. Moffett de-
. scribes the overriding need for good staff, 
especially good directors, and the possi-
bilities for achievement that exist in the 
college environment. 26 As Mitzberg would 
tell us, a well-run, simple structure can 
outmaneuver a bureaucracy anytime. 
It is possible to view some academic li-
braries, especially large systems with 
many branches, as divisional structures. 
This is generally not the case. What is 
more likely is that they are hierarchical bu-
reaucracies segmented by subject or loca-
tion rather than a true divisional form 
where the divisions have a high degree of 
autonomy. 
Finally, there are aspects of library oper-
ations that may look like adhocracy. Proj-
. ect teams are used for some large under-
takings, such as planning and 
implementing online catalogs, and com-
mittees exist in most academic libraries in 
frightening numbers. But these decentral-
ized decision structures make recommen-
dations as often as policy, and rarely do 
they fully manage a project. Joanne Euster 
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and Peter Haikalis have described the ap-
plication of what they call a matrix struc-
ture, a common adhocracy mechanism, to 
the public services department of a 
medium-sized university .library. 27 This 
however looks more like a decentralized 
of functional responsibilities than a true 
matrix structure. 
Innovation and 
Organizational Structure 
Klaus Musmann also considers libraries 
in light of Mitzberg' s work. His conclu-
sions are much like those reached above. 28 
Musmann goes on to suggest that because 
of the need to innovate, libraries may be 
forced to adopt adhocracy as a organiza-
tional structure. I believe this conclusion 
indicates a confusion over the nature of in-
novation in academic libraries. It is clear 
that vital organizations, including aca-
demic libraries, will change as their envi-
ronments, especially their technological 
environments, change. But what change 
is adaption and what is innovation? In 
their recent article, Judy Reynolds and Jo 
Bell Whitlatch concluded, after consider-
ing a number of definitions of the term in-
novation, that ''most relevant to the· stu~y 
of innovation in libraries is Mohr's defini- · 
tion of innovation-the successful intro-
duction into an applied situation of means 
or ends that are new to that situation. ''29 
This is more than semantics. The creation 
of a complex product is very different from 
adapting that product to a new niche. If 
we accept Reynolds and Whitlatch's con-
clusion, it is Mohr's definition of innova-
tion that we should apply to academic li-
braries. When we look at organizational 
theory, we need to be careful not to take as 
models organizations that are designed to 
innovate in the first sense. Effective aca-
demic libraries must be able to adapt; they 
must be able to acquire and put to use new 
technology, but they do not need to create 
the new technology. 
In one of the few systematic studies of 
innovation in academics Howard found a 
positive relation between innovation and 
complexity and a negative relation be-
tween innovation and centralization, for-
malization, and stratification. 30 Howard 
defined innovation more as adaption than 
as a creation. Her results suggest that pro-
fessional bureaucracy as well as adhocracy 
may be a structure that will allow this type 
· of innovation. Howard's study confirms 
that machine bureaucracy is not a suitable 
structure for academic libraries in the cur-
rent dynamic technological environment. 
Organizational Control Mechanisms 
The problems presented by bureaucratic 
control mechanisms have been clear to li-
brarians for some time. Connie Dunlap 
states in her review of academic organiza-
tional patterns: 
In many libraries bureaucratic organization is 
being replaced by a collegial system. Bureau-
cratic organizations tend to produce conformity 
and generally stifle creativity. Participative sys-
tems, on the other hand, generally produce 
staffs which are not only more interested in the 
whole library and are more productive, but also 
staffs which are more flexible and more readily 
adaptable to change. 31 . 
The work of Maurice Marchant tends to 
support Dunlap's view. Marchant exam-
ined a number of academic libraries and 
concluded that management style, 
through the intervening variable of staff 
job satisfaction, had a clear influence on 
the quality of l~brary service as measured 
by faculty evaluations. This effect is ex-
plained by increased motivation and by 
better upward communication both of 
which allow for improved ROlicy forma-
tion by top management. 32 There are 
many who see the importance of moving 
toward participatory management, which 
might be seen as a form of clan control, in 
academic libraries. But as Nicholas 
Burckel has put it, "Certainly one conclu-
sion is that while the enthusiasm for par-
ticipatory management continues, the ex-
perience of some institutions and the 
research of librarians have tempered some 
of the more extravagant claims of its early 
proponents.' '33 The reasons for some of 
the problems with participatory manage-
ment in the library context become clear if 
we look at it in light of Ouchi' s work. For a 
number of reasons clan control will be dif-
ficult to achieve. 
1. Clan control relies on a strong organi-
zational philosophy. This philosophy 
needs to be established and articulated by 
the top management of an organization, 
but given the turnover of top academic li-
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brary administrators, this is difficult to 
achieve. 34 
2. Few libraries are large enough to pro-
vide both long-term employment and a 
reasonable chance of promotion. Most of-
ten individuals achieve advancement by 
moving from library to library. 35 
3. The requirement of specialized skills, 
either subject, language, or technical ex-
pertise, makes job rotation and similar 
programs that provide a broad organiza-
tional perspective difficult. 
4. Professional socialization in librari-
anship is weak. Unlike law or medicine 
where this socialization takes place as part 
of professional education programs, it is 
less likely in short, fragmented library 
school programs. 
Given these difficulties in developing 
and conveying a coherent organizational 
philosophy and developing staff loyalty, it 
is difficult to risk decentralized decision 
making. The clan mechanism of organiza-
tional control relies on the organization's 
philosophy as the major mechanism for 
coordinating decisions. Without it, decen-
tralized decisions may often not be in the 
best interest of the organization. 
Ouchi and other recent management 
theorists have argued against the use of 
market mechanisms, but in the library 
context I do not find their arguments com-
pelling. Libraries have never operated in a 
market environment, so the extremes of 
the market do not exist in libraries. As I 
have argued, market mechanisms may 
provide academic libraries with a number 
of benefits including better and more ap-
propriate services and increased ability to 
judge performance. To make this possible 
will require developing better manage-
ment information systems, which could 
well provide a clear picture of the nature of 
operations.36 Formula systems for allocat-
ing materials budgets are implicitly based 
on a market mechanism, especially when 
use is a part of the formula. The largest im-
pediment to the use of market mecha-
nisms is the lack of flexible approaches to 
resource allocation. Richard Talbot de-
scribes the traditional approach to library 
finance and budgeting: 
Just as it is only a modest exaggeration to claim 
that library finance is dominated by the 5 per-
cent rule, it is also only a modest exag~eration 
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to claim that library budgeting-the allocation 
of funds received by the library-is dominated 
by the 60-30-10 rule: 60 percent of the library 
budget is for staff, 30 percent for acquisitions, 
and 10 percent for other costs. This pattern has 
persisted for so long that it approximates a his-
torical norm.37 
Libraries have generally been unwilling to 
alter their patterns of budgeting. The sta-
tus quo may be safer than any change be-
cause they have few reasons sounder than 
past practice upon which to base deci-
sions. 
A market mechanism would provide in-
centive to an individual or department by 
providing benefit to that individual or de-
partment based on some objective mea-
sure of performance. This might take the 
form of increased salary or more resources 
to support the department's programs. 
The use of market mechanisms requires 
systematic measures of cost and value, so 
it is possible to make the necessary com-
parisons. The first half of the problem is, if 
not straightforward, at least possible. 
Methods for establishing and appropriat-
ing costs are used in most large academic 
libraries, but usually only to establish 
overhead costs for outside funding agen-
cies. 38 The second half of the problem is 
more problematic. I have suggested a 
mechanism that uses partial user subsi-
dies and a free market for library ser-
viees.39 There has been some good work 
on performance measures, and the theo-
retical basis for the necessary information 
systems exists, but it rarely seems to be ap-
plied in practice.40 . 
Mechanisms for Confronting Uncertainty 
When we look at the means Galbraith 
has identified for dealing with unc·er-
tainty, two can be ruled out from the start. 
Academic libraries are not in a strong posi-
tion to manage their environment except 
to the extent that they wish to withdraw 
from it and become museums for the 
book. This is not generally considered to 
be an acceptable alternative. The creation 
of slack resources is also unacceptable be-
cause of the costs involved. 
The other alternatives that Galbraith of-
fers are useful to consider in the academic 
library context. The creation of self-
• contained tasks would argue for the devel-
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· opment of generalists, but with highly de-
veloped professional skills. If adopted 
. they would require a continued commit-
ment to a strong program of staff develop-
ment. The adoption of this approach to 
dealing with uncertainty would suggest 
the use of the professional bureaucratic 
model. 
The investment in vertical information 
system, or as they are more commonly 
called, management information systems, 
has been discussed above. It is certainly a 
possible approach, but one that few aca-
demic libraries have pursued with much 
vigor. Such . systems should provide a 
good picture of what is happening in the 
library. As Robert Runyon said in one of 
the first articles on the use of management 
information systems in academic libraries, 
"One of the persistent problems in aca-
demic library planning and decision mak-
ing is to obtain an accurate picture of ex-
actly what is going on within the · 
library.' ' 41 One of the results of lack of 
good vertical information systems has 
been pointed out by Marchant: 
The tendency has been to evaluate inputs (such 
as funding, personnel, and collection size and 
growth) · and processes with the assumption 
that they will predict the adequacy of the out-
puts. This weakness has led to overemphasis 
on internal efficiency and a lack of concern for 
the place of the library within its environ-
ment.42 
The problem is not that libraries lack sta-
tistics, but rather that the statistics are not 
analyzed well and that they do not mea-
sure outputs. Academic libraries often at-
tempt to compensate for this by surveying 
user groups. While the intention is laud-
able, the standard method, the question-
naire, should be used with more care than 
is often shown. 43 One of the persistent 
problems faced by libraries as they try to 
construct management information sys-
tems is the collection of data for manual 
systems. Sampling methodologies should 
be of some help44, but few librarians seem 
to possess the required skills. As the Uni-
versity of Lancaster studies demonstrate, 
even in a manual system it is possible to 
collect data so that significant understand-
ing can be gained and applied with posi-
tive effect to library operations.45 The ap-
plication o~ automated systems should 
provide some relief. It is encouraging that 
some of the libraries with the most ad-
vanced automation programs have devel-
oped management information systems.46 
The creation of lateral relations is a strat-
egy that academic libraries often use, as 
their committee structures attest . Com-
mittees are generally seen not only as a 
way to increase lateral relations, but also 
as a way to allow for participation in policy 
formulation by non-administrative staff. 
Coordinator positions, especially for bib-
liographic instruction or online searching 
are not rare. In some cases, for example, 
those like the one reported by Buster and 
Haikalis, these positions are quite formal. 
Liaisons between department libraries 
and central services such as cataloging are 
not unknown, and liaison programs with 
academic departments and other campus 
groups are quite common. The increase of 
lateral relations is a strategy for confront-
ing uncertainty because it allows com-
munication and decision making without 
involving the bureaucratic hierarchy. Un-
less appropriate independent decisions 
are allowed, the effectiveness of this strat-
egy will be severely hampered. 
Visibility of Consequences 
It seems clear that in almost all cases, the 
visibility of consequences in academic li-
braries is low. In part, the low visibility of 
consequences is the result of being seen as 
once removed from the primary functions 
of the university-teaching and research. 
The result of the inability of librarians to 
demonstrate their contributions has been 
expressed by R. H. Orr: "Indeed, it can be 
argued that much of the difficulty experi-
enced in getting support for libraries is at-
tributable to the use of measures of quality 
and value that have little validity for nonli-
brarians. " 47 It should be clear that it is not 
so much that libraianship is seen as unim-
portant, rather it is difficult to understand 
the effect of the choices we make in pro-
viding service. Is reference desk service of 
greater value than bibliographic instruc-
tion? Should we duplicate high use mate- . 
rials or purchase more less frequently 
used items? How much quality can we af-
ford in our cataloging? And is any of this 
more important than keeping the building 
open untillO p.m. on Friday nights? That 
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these questions do not have generally 
shared answers is a sign of low visibility of 
consequences. Because it is difficult to say 
what the effects of actions will be, it is hard 
to determine how to react to changing sit-
uations. Resolving conflict becomes diffi-
cult, because no one can tell which side of 
an argument is correct. As most academic 
libraries are bureaucratic hierarchies, as 
predicted by Becker and Neuhauser, usur-
pation by ritualization of procedures is 
common. 
Michael Buckland has applied the no-
tion of a double feedback loop to library 
service; it is important to the context of 
visibility of consequences because it ex-
plains how academic libraries can con-
tinue to function with a low visibility of 
consequences. As Buckland describes the 
double feedback loop: 
These two feedback mechanisms are substan-
tially..independent of each other in important 
ways. The librarian's action does not depend 
on response by the user; and the user's action 
does not depend on response by the librarian. 
Further, since library services are normally free, 
the library's income does not depend directly 
on the level of demand. Reduced demand, 
therefore, does not weaken the library as it 
would a business, where a drop in demand 
would redu.ce sales and, therefore, income. 
Quite the reverse, a reduces demand for free · 
services reduced the pressure, leaving the exist-
ing resources more adequate to cope with the 
remaining demand. 48 
Buckland is saying that because the users 
in academic libraries are rarely the same 
people who decide levels of funding or al-
locations, the dissatisfaction they express 
has little effect on the actions of librarians. 
In fact, because increased resources rarely 
follow increased use, it is not in the best 
interest of librarians to generate use, as it 
will only make the system more congested 
and raise levels of frustration. Until man-
agement information systems are in place 
that can measure library performance and 
budget systems are flexible enough to re-
spond to changes in demand, the double 
feedback loop will remain, as will the low 
quality of many library services. As Buck-
land states, "This [the double feedback 
loop] helps to explain a noteworthy cyber-
netic aspect of library service: Library ser-
vices can survive with remarkable stability 
even in the absence of effective library 
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management. Survive, that is, not ex-
cel. "49 
AN ORGANIZATIONAL 
PARADIGM 
If academic libraries are to be adaptive, if 
they are to be innovative in the sense of 
creatively using the new technologies, 
they must first be innovative in their orga-
nizational structures. As Rosabeth Kanter 
states, "Indeed, it is by now a virtual tru-
ism that if technological innovation turns 
far ahead of complementary social and or-
ganizational innovation, its use in practice 
can be either dysfunctional or negligi-
ble. ''50 The information technology exists. 
We have bibliographic utilities, integrated 
online catalog systems, online database 
searching, microcomputers, and laser 
disks. The challenge before us is to build 
the organizational structures which will 
allow us to use this technology creatively. 
The structure and organizational philos-
ophy that is suggested by the theory and 
research discussed above, at least to this 
author, may be divided into five compo- . 
nents. These components will need to be 
applied differently in different situations, 
but taken together they should provide a 
framework for effective academic li-
braries. The components are: 
1. The use of a modified professional 
bureaucratic configuration as a model for 
organizational structure. 
2. The creation of flexible resource allo-
cation mechanisms. 
3. The use of management information 
systems to monitor performance. 
4. The reduction of the production 
functions performed within the organiza-
tion. 
5. The creation and articulation of a 
well-developed, detailed organizational 
philosophy. 
It is important to remember that these 
components should all be used together. 
It is the package that is important, not one · 
piece of it. Each component will be exam-
ined in turn. 
The Modified Professional 
Bu~eaucratic Configuration 
The first requirement for an effective ac-
ademic library is an ability to recruit and 
maintain a skilled and motivated staff. As 
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Battin has said, ''the quality of the library 
staff during the next decade will be more 
important to the future health and vitality 
of the university than the quality of the in-
. structional and administrative staff. " 51 To 
attract and keep highly skilled staff moti-
vated will require an organization that al-
lows and encourages professional behav-
ior. Even if academic salaries were to 
become and remain competitive, this 
would still be the most critical factor. Mar-
chant has put it well: ''If people are hired 
with skills being demanded, the skills 
must be used. ''52 The professional bureau-
cratic configuration allows professional 
discretion and the autonomy without 
which skilled staff will become frustrated 
and will not be motivated to achieve high 
levels of performance. A compensation 
system that allows recognition of profes-
sional as well as administrative achieve-
ment, such as the one at Columbia Univer-
sity, described by Frederick Duda, will 
encourage the development of profes-
sional practice and skills. 53 
As part of the adoption of the profes-
sional bureaucratic configuration, the 
middle line should be reduced and as 
many strictly administrative positions as 
possible should be eliminated. This would 
mean large spans of control for the few re-
maining administrators. But because 
many decisions will be made at the operat-
ing core this should not be a problem. 
First-line administrators should remain, at 
least in part, professional operators. This 
flattening of the organization should im-
prove communication in both directions. 
The top management will be closer to the 
operating core and the intelligence it gath-
ers through its daily operations, and the 
operating core will be closer to the organi-
zational goals conveyed from top manage-
ment. Support services should be sup-
plied to relieve librarians of 
nonprofessional tasks. The technostruc-
ture should be reduced, and replaced with 
a continuing commitment to train profes-
sional staff in the use of new technologies, 
and planning and control methodologies. 
There is a legitimate concern that auton-
omous, specialized professionals bound 
together by only collegial governance will 
be more interested in personal goals than 
. in the goals of the organization. Me-
Donald, as stated above, noted the poten-
tial for these problems. Martell's solution 
is to develop client-center work groups. 
The group may have within it experts, but 
the idea is to create a pool of talent, of say 
six to ten librarians, that can deal with a 
broad range of tasks. Martell suggests the 
formation of subject or clientele-based 
groups, which contain all the professional 
functions, from cataloging to reference. 
While this may work in some circum-
stances, the particulars of the group are 
less important than the attempt to com-
bine a broad range of tasks within it. 
Groups of six to ten are small by most 
standards, but in academic libraries, 
groups of this size should go a long way to 
breaking down barriers and reducing seg-
mentation. That the group has within it 
many self-contained tasks, as Galbraith 
suggests, should make the groups and the 
organization more flexible. 
By focusing on the group as the primary 
unit within the organization, a balance to-
ward the professional autonomy is cre-
ated. By adding group goals backed by 
peer pressure to a common sense of pro-
fessional practice, many of the concerns of 
organizational coordination should be re-
solved. The knowledge of one's peers that 
comes with group work is one of the com-
ponents of a clan control system. It moti-
vates and encourages the good use of an 
individual's talents. The basic manage-
ment of the groups should be collegial and 
participative. Outputs need to be moni-
tored, but groups should not be told how 
to run their operations. As Kanter puts it, 
"One key to managing knowledge work-
ers is to let them alone to use their knowl-
edge.''54 
Flexible Resource Allocation 
The information technology will allow 
for the creation of new programs, but it 
will require capital investment. At the · 
very least, a microcomputer should be on 
every librarian's desk. To build local files 
on any size will require access to main-
frame computers. The capital investment 
required for a circulation system or online 
public catalog is the beginning of the 
trend, not a one-time expenditure. Aca-
demic libraries will become more capital 
intensive institutions, and the 60-30-10 al-
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location rule will have to be altered. Mak-
ing the library a part of the wired univer-
sity will require investment, and academic 
libraries will have to learn how to make 
these investments. Part of this process 
should be an attempt to encourage risk 
taking by creating pools of "venture capi-
tal" within academic libraries; an atmo-
sphere that allows entrepreneurial proj-
ects at the lowest levels should be created. 
A second factor that will require more 
flexible resources allocation will be the de-
velopment of professional work groups. 
· These groups must have a say in spending 
funds. The successful service programs 
that were developed over the last decade 
and a half, library instruction and online 
. searching, were programs that required 
little or no capital. The primary resource 
· that went into these programs was the 
time and energy of the librarians who de-
veloped them. But the librarians con-
trolled them.lt is not unreasonable to sug-
gest that this was one reason for their 
success. As more capital investment be-
comes necessary to develop service pro-
grams, the professionals in the operating 
core will have to have an increased say in 
how this investment should be made. This 
is necessary both because they are in the 
best position to know what is needed, and 
because if programs and systems are im-
posed from above the operators will have 
less motivation to see them succeed. It is 
important that librarians in the operating 
core be given the power to act. Effective 
management information systems and 
good internal accounting should assure 
that the money is generally well spent. 
This will require a major rethinking of allo-
cation practice, but without enpowering 
the professionals in the operating core by 
providing project funding, little else mat-
ters. 
Management Information Systems 
Management information systems will 
play two important functions. First, mea-
suring the output of groups will provide 
feedback that will show how they are per-
forming in light of institutional goals. Sec-
ond, the visibility of consequences will be 
raised across the organization. It will be 
possible to observe which programs had 
what effect, and to reward performance 
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both in terms of the salaries of individuals 
and the resources made available to 
,groups. 
It may seem that the measurement re-
quired of a management information sys-
tem runs counter to the discretion implied 
by the professional bureaucratic configu-
ration. Kathleen Heim has countered this 
argument: 
For those top managers with an inclination to 
share power and control of decisions, the MIS 
[Management Information System] many actu-
. ally make this process more palatable. Since an 
MIS allows monitoring of decisions, a manager 
inclined to share power may do so and continue 
to monitor the outcome with a capacity to deter-
mine if a subordinate has acted in an acceptable 
manner.55 
If the double feedback loop can be broken 
with management information systems, 
then quality service will be noticed and 
should be rewarded. Contrary to what 
might be expected, management informa-
tion systems will allow more professional 
. autonomy, not less. By concentrating on 
outputs, management information sys-
tems should force groups to look outward 
toward their clientele. This should en-
courage a broader exposure to the envi-
ronment. 
Management information systems 
should also provide insights into opera-
tions that will lead to more effective ser-
vices. Despite much good quantitative 
work on the functioning of academic li-
braries, little of this work seems to be a 
part of the day-to-day operations of li-
braries. This need not be the case and 
. management information systems will be 
an important contributing factor to bring-
ing about this change. This, in turn, 
should bring stronger arguments for sup-
· port. A management information system 
should demonstrate what the library does 
in terms that are understandable to fun-
ders. The demands on institutions of 
higher education are too great to rely on 
the platitudes about the ''heart of the uni-
versity'' as the basis for financial support; 
By raising the visibility of consequences 
we should be able to move beyond the 
platitudes and begin to speak in terms of . 
· the library's contribution to the college or 
university. 
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Reduction of Production Functions 
This trend is well established. Binderies 
are already largely things of the past. Bib-
liographic utilities are providing academic 
libraries an opportunity to spread the risk 
of large investments and to purchase a 
product that had previously been largely 
homemade. As was stated at the outset, 
: this change may allow academic libraries 
to escape from an organizational structure 
that has been dominated by the need to as-
sure standard work procedures. By ex-
porting much of the production part of 
what academic libraries do, there will be 
less conflict between the parts of the orga-
nization that must be structured for pro-
duction and the parts of the organization 
. that are structured to provide information 
services to the members of the academic 
community. The export of production 
functions will make academic library orga-
nizations less schizophrenic. 
Organizational Philosophy 
In this consideration of organizational 
structure, the particulars of an organiza-
tional philosophy are less important than 
the fact that it exists, that it is well devel-
oped, fully articulated, and taken seri-
ously by the organization. When well 
done it is the written expression of the cul-
ture of the organization. To quote Ouchi: 
Some organizations do have a self-conscious 
awareness of the underlying values and beliefs 
that they represent. With such an explicit 
awareness, an organization's philosophy can 
be its most useful tool in uniting the activities of 
employees through a common understanding 
of goals and values. A philosophy provides a 
standard of responses to problems, explains 
why certain behaviors will be rewarded, and ac-
counts for company image . . . . Moreover, this 
development of organizational culture can in 
part replace bureaucratic methods of giving or-
ders and closely supervising workers, thus 
leading to both increased ~roductivity and sup-
portive relations at work. . 
In the academic library context the devel-
opment of an organizational philosophy 
may be particularly important. The issue 
of the inappropriate use of professional 
· discretion was raised above, to some ex-
tent the use of work groups and increased 
visibility of consequences will provide a 
balance. But the tool that will best channel 
the energies of professional librarians will 
be an organizational philosophy. 
The development of an organizational 
philosophy in academic libraries will not 
be easy. Organizational philosophies gen-
erally begin at the top, and as we noted 
above, academic library directors may not 
stay in one place long enough to leave 
their mark. In addition, advancement in 
academic librarianship often requires 
movement between institutions. Without 
stability, the cultural traditions of the or-
ganization are lost. Despite these prob-
lems, academic libraries have some ad-
vantages. Many are part of institutions 
with long traditions and rich cultures. 
And while librarians' sense of profes-
sional practice may be weak, it exists and 
can be built upon. Perhaps the most effec-
tive approach to developing an organiza-
tional philosophy in academic libraries is a 
broad-based planning program. Method-
ologies to support such efforts have been 
developed by the Office of Management 
Studies of the Association of Research Li-
braries; their existence should be seen as a 
major resource. By using staff involve-
ment as a means of gaining a wide organi-
zational view and support for the results, 
this method should overcome the en-
demic problems academic libraries face in 
developing organizational philosophies. 
This work will not be easy, and in a world . 
of daily crisis the effort required may seem 
ill spent, but it will be the key to construct-
ing effective academic libraries. 
A FINAL WORD 
When put together all of this comes to a 
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very simple principle: to provide aca-
demic librarians the tools to achieve suc-
cess. Herbert S. White put th_e problem 
this way: 
Libraries, to a greater extent than other political 
units, embrace or allow themselves to be co-
erced into accepting objectives for which there 
· are no resources, no plan, and no hope of suc-
cess. We tell our staff members to "do the best 
they can,'' thereby clearly absolving them of re-
sponsibility but also depriving them of any 
hope of success and ultimate celebration. In 
other words, the objectives are gibberish, and 
nothing really matters. 57 
:The paradigm I have suggested is de-
. signed to encourage coordinated profes- . 
sional discretion applied toward the solu-
tion of problems. It attempts to provide 
the necessary resources, and to measure 
the results. The times offer academic li-
braries many opportunities, but they will 
be hard to grasp. Until academic librarians 
are provided with the tools with which to 
apply their talents and until the outcomes 
of their efforts are measured, they will not 
know much of White's "ultimate celebra-
tion." To quote White again, "Nobody 
likes to lose all of the time, and if library 
workers perceive that they never had a 
chance in the first place, they will quite 
·understandably quit caring and trying.'' 58 
Given the tools and encouragement to use 
their professional judgement, I predict the 
opposite result. One successful project 
will lead to another; we will find the en-
ergy and imagination necessary to use and 
adapt the technology, and with that tech-
nology we will make significant contribu-
. tions to our institutions and to the ad-
vanceme~t of knowledge. 
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Financing Academic Libraries: 
Making the Transition 
from Enrollment Growth 
to Quality Enhancement 
John M. Cooper 
Recent studies addressing virtually every aspect of the quality of higher education have raised 
expectations for improving colleges and universities. Translating expectations into actions re-
quires resources, and providing adequate funds for maintaining and improving the quality of 
academic libraries will require changes in the structure and use of funding formulas. Many 
library formulas are enrollment driven, making library funding vulnerable to stable or declin-
ing enrollment. Some states have used cost studies and ACRL library standards to design for-
mulas that rely less on enrollment. Redesigning funding methods to recognize fixed costs 
changes the underlying premise from one that funds should flow from enrollment growth to 
one linking funding with programmatic changes. The next challenge is to add factors that re-
ward successful management and enhance the quality of libraries. 
II ecent studies addressing virtu-ally every component of a col-lege education have raised ex-pectations for improving the 
quality of higher education. Translating 
expectations into action requires re-
sources, and providing adequate funds 
for maintaining and improving the quality 
of academic libraries will require changes 
in the structure and use of funding formu-
las. Most formulas currently used by 
state-level coordinating and governing 
boards to calculate library funding re-
quirements are enrollment driven. Those 
formulas were developed fifteen to 
twenty years ago in response to expecta-
tions of rapid enrollment growth, and as 
long as enrollment increased, more funds 
were recommended for libraries. Projec-
tions of stable or declining enrollments 
and the focus on quality bring into ques-
tion the assumption that enrollment 
should be the primary determinant of li- · 
brary funding. Whether academic li-
braries will have the resources to respond 
to expectations for higher quality will de-
pend in large part on redesigning funding 
formulas. 
Approximately half of the state coordi-
nating or governing boards use a formula 
approach to developing appropriation 
recommendations presented to governors 
and state legislatures.1 Although formulas 
are also used by some university systems 
in allocating funds among constituent 
campuses, this paper examines state-level 
formulas, which are used in developing 
requests to governors and legislatures for 
state funding. While state formulas do not 
govern campus-level budget allocations to 
libraries, they can exert a strong influence 
as an expression of state priorities. Fur-
thermore, the structure and logic of for-
mulas can affect how state decision 
John M. Cooper is a graduate student at Harvard University, and his address is P. 0. Box 289, Cambridge, 
Massachusetts 02238. This paper was presented at the ACRL Fourth National Conference in Baltimore, April 
9-12, 1986. 
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makers perceive the funding needs of col-
leges and universities. Clearly, university 
administrators, including library direc-
tors, have an important stake in under-
standing and influencing funding formu-
las. 
Although one frequently hears of "the 
formula,'' a formula budgeting process 
consists of several different formulas. To 
the casual observer these funding formu-
las appear to be objective, quantitative 
methods of predicting the funds neces-
sary for operating costs of colleges and 
universities. Actually, formulas express 
policy judgments about the mission, qual-
ity, governance, and organization of 
higher education. 2 The twin policy ques-
tions examined in this paper are What al-
ternative approaches can be used to re-
place enrollment as the dominant formula 
variable? and How can formulas be rede-
signed to reward quality improvements in 
libraries? 
ENROLLMENT-DRIVEN FORMULAS 
Although concern is being expressed 
about the strong relationship between en-
rollment and funding, which is built into 
virtually all formulas, change is occurring 
slowly. A 1982 survey found that thirty-
one state higher education finance officers 
perceived a breaking down in the relation-
ship between enrollment and state fund-
ing.3 However, two years later the NIE 
Study Group on Conditions of Excellence 
concluded that approximately 75 percent 
of the education and general revenues in 
all public institutions were still dependent 
on enrollments.4 
A survey of library formulas used for fis-
cal year 1985-86 conducted in preparation 
of this paper found that the enrollment/ 
funding relationship is still built into 
many library formulas in one of two ways. 
Library funding is calculated either using 
a cost rate per student or as a percentage of 
funding calculated for instruction. The li-
brary formula used by the Alabama Com-
mission on Higher Education is an exam-
ple of the cost rate per-student method. 
Developed in 1973 and modeled after the 
Texas formula, student semester credit 
hours are multiplied by the following cost 
factors: 
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Undergraduate 
Grad. I (Master's) 
Grad. II (Doctoral) 
Law 
$ 5.46 
$10.97 
$46.97 
$28.98 
An example of the second method is the 
South Carolina Commission on Higher 
Education's formula, which calculates li-
brary funding as 10 percent of instruc-
tional costs. Since instructional formulas 
are driven by enrollment, library funding 
is vulnerable to enrollment declines in 
both methods. Table .1 classifies several 
states according to the type of enrollment-
driven library formula used for fiscal year 
1985-86. Formula states that have moved 
away from enrollment as the dominant 
variable are not shown in table 1 and are 
discussed in a later section on redesigning 
formulas. 
TABLE 1 
CLASSIFICATION OF 
LIBRARY FORMULA METHODS 
Rate per Student 
Alabama 
Connecticut 
Tennesee 
Missouri 
Ohio 
Kentucky 
Texas 
Percentage of 
Instruction 
Louisiana 
South Carolina 
Georgia 
West Virginia 
Mississippi 
During the 1960s and early 1970s, when 
most formulas were developed, libraries 
benefited from the assumption that oper-
ating costs varied according to enroll-
ment. The assumption incorporated into 
Alabama's formula, and others like it, is 
that the cost of providing library services 
to each additional student is the same for 
an institution with two thousand students 
and one with twenty thousand students. 
In addition, the underlying assumptions 
are that library costs increase or decrease 
proportionately to increases or decreases 
in enrollment, and, at the margin, the cost 
of serving one more or one less student is 
equal to the average cost of delivering li-
brary services to all students. Table 2 
shows the results of simulating the impact 
of a 5 percent enrollment decline for a doc-
toral institution having a total enrollment 
of fifteen thousand full-time students. 
Variations in total funding recommenda-
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TABLE2 
SIMULATION OF 5 PERCENT ENROLLMENT 
REDUCTION ON LffiRARY FORMULAS 
15,000 
State Enrollment 
Alabama $3,028.134 
Connecticut $3,615,802 
Texas $2,947,701 
Kentucky $4,288,427 
Arkansas $3,333,873 
tions (column 1) illustrate the diversity of 
assumptions and costing methods used in 
developing cost rates. Another important 
difference is the marginal impact (column 
4) on funding of a decline in enrollment. 
Comparing the average library funding 
provided per student (column 2) for fif-
teen thousand students with the reduc-
tion in funding per student shows that 
some states (Kentucky and Arkansas) 
have developed formulas which moderate 
the impact of enrollment declines on fund-
ing calculations. 
While some reduction in overall institu-
tional funding may be appropriate if a de-
clining enrollment trend is occurring, un-
intentional and severe consequences 
occur to libraries when a formula subtracts 
the average cost per student when a sub-
stantial portion of library costs are fixed or 
are not influenced by enrollment changes. 
Case studies of budget reallocations or re-
ductions found that while support areas 
are often first targets for reductions, a 
short-term solution to funding reductions 
often becomes a long-term problem. 5 Re-
ductions in a library's collection, hours of 
operations, and range of services have an 
adverse ripple effect on instruction, re-
search, and an institution's ability to at-
tract and retain faculty and students. 
Changing library formulas to more accu-
rately reflect cost behavior is one of several 
approaches for redesigning formulas. 
REDESIGNING 
LIBRARY FORMULAS 
Studies of the major influences on li-
brary costs have found a substantial por-
tion of library costs to be fixed or influ-
enced by factors other than enrollment. 
Any producer of goods and service, 
whether public or private, incurs certain 
Avg. Funds 
per Student 
$202 
$241 
$196 
$286 
$222 
5 Percent 
Enrollment 
Decline 
($151,408) 
($181,050) 
($147,385) 
($205,883) 
($103,500) 
Funds 
Loss per 
Student 
$202 
$241 
$196 
$275 
$138 
fixed costs regardless of size. Enrollment 
is just one of several variables reflected in 
standards developed by the Association of 
College and Research Libraries (ACRL). 
The formula for calculating the number of 
volumes is influenced much more by the 
number and type of academic offerings 
than by enrollment. It takes a change of 
four hundred full-time students to have 
the same impact as adding a single mas-
ter's field (when no higher degree is of-
fered).6 Consequently, funding formulas 
utilizing ACRL standards as a basis for cal-
culating cost would be less sensitive to en-
rollment declines. 
Fixed costs associated with many aca-
demic functions are extremly hard to 
quantify, but ACRL standards can pro-
vide a basis for redesigning funding for-
mulas to reflect fixed costs. In 1979 the 
University of Wisconsin System initiated a 
study of fixed and variable costs because 
of a concern that the state funding formula 
did not adequately reflect actual cost be-
havior. 7 One purpose was to better under-
stand the resources required for academic 
libraries if they were to continue provid-
ing adequate support during a period of 
declining enrollment. The Wisconsin 
study found that fixed costs represented 
67.1 percent of total library costs for four 
nondoctoral institutions . 
ACRL standards provide the basis of a 
''core funding'' formula developed in 
1982 by the Arkansas Department of 
Higher Education. A fixed amount of 
funding is recommended for a core library 
program supporting existing academic 
programs and a base enrollment level. 
Fixed core amounts vary for four types of 
institutions and base enrollment levels as 
shown in table 3. The average funds per 
student in the core program rang_es from a 
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TABLE 3 
ARKANSAS CORE FUNDING FORMULA, 1985-86 
Institutional 
Group 
Enrollment Fixed 
Base Cost Base 
Doctoral 
Master's 
Other Four-
year 
Two-year 
10,000 $2,643,873 
5,000 $1,141,414 
$138 
$138 
2,000 $ 468,636 
500 $105,627 
$138 
$138 
high of $264 for doctoral to a low of $211 
for two-year, considerably higher than the 
marginal rate of $138. The lower marginal 
rate is derived from ACRL standards al-
lowing fifteen volumes per FTE student. 
Other states have also successfully in-
corporated the use of ACRL or other ap-
propriate standard into library formulas. 
A special task force revised the library for-
mula used by the Maryland State Board 
for Higher Education. Changes came in 
response to concerns of university librari-
ans that funding guidelines based solely 
on enrollment were too simplistic and un-
representative of the scope and nature of 
library services. The revised library guide-
line consists of five parts: a fixed cost com-
ponent, a component for normal book 
purchases based on 5 percent of the Amer-
ican Library Association standards for 
each library, a component to reflect faculty 
needs, a component for research needs, 
and a component for enrollment. 8 The Vir-
ginia Council of Higher Education has 
added a basic staffing requirement regard-
less of enrollment with the use of Associa-
tion of Research Libraries or other appro-
priate standard in calculating expenditure 
requirements for maintenance of current 
collections.9 The revisions made by these 
states rest on the assumption that a library 
must support a relatively fixed array of ac-
ademic courses, mix of faculty, andre-
search programs. 
Redesigning funding methods to recog-
nize fixed costs changes the underlying 
premise from one that funding should 
flow from enrollment growth to one link-
ing funding with programmatic decisions. · 
If significant enrollment decline is forecast 
or is occuring, decisions to cut back library 
funding should result from a review of the 
scope of academic programs and desired 
library services. For example, cancellation 
of health care periodical subscriptions 
should come from a decision to phase out 
a graduate program in public health rather 
than from a forced reduction caused by an 
enrollment-driven formula. 
Incorporating into funding formulas an 
analysis of library volumes required by 
ACRL or other appropriate standard 
draws attention to the gap between exist-
ing and required volumes. Several states 
have recommended funding, in addition 
to formula amounts, to allow institutions 
to progress toward meeting library stan-
dards. During the last three biennia $6.4 
million has been appropriated from capi-
tal improvement funds to Arkansas col-
leges and universities to address arrear-
ages in library collections. Capital funding 
has been in addition to regular state oper-
ating funds. Funding for each institution 
was recommended to either close· the gap 
between existing volumes and ACRL 
standards by 10 percent or add 2 percent 
to total volumes required by ACRL stan-
dards, whichever was greater .10 The 
North Dakota State Board of Higher Edu-
cation approved a task force plan to attain, 
over the next three biennia, library collec-
tions and services comparable with other 
academic libraries in the region. 11 A total 
of $317,155 was recommended for the 
1985-87 biennium. A final example of 
over-formula funding is contained in the 
Virginia formula described earlier. Institu-
tions showing a major deficiency in library 
holdings may request additional funds for 
reducing the deficiency. 
State action to address library deficien-
cies is certainly laudable, but is it suffi-
cient? What if institutions choose not to 
spend additional funds for library vol-
umes? Extra funds to reduce deficiencies 
could supplant funds normally budgeted 
for collection replacement without in-
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creasing the total library budget. If addi-
tional funds are provided in proportion to 
the deficiency, what incentive or reward is 
provided for institutions which have 
struggled to improve library collections? 
Why should institutions that starve library 
budgets be rewarded with larger funding 
recommendations? An important task in 
redesigning formulas is to encourage ef-
fective library management and planning 
by rewarding performance. However, ef-
forts to redesign library formulas have not 
responded tothe challenge of creating for-
mulas which reward successful results. 
THE NEXT CHALLENGE-
ENHANCING QUALITY 
Many of those responsible for making 
state funding decisions are seeking ways 
to link quality with funding. Funding for-
mulas that strive to treat similar institu-
tions alike can have a ''leveling'' effect on 
institutional quality .12 For example, using 
a statewide average cost rate for a group of 
similar libraries benefits the ones below 
average and inadequately supports more 
diverse or specialized libraries. None of 
the library formulas reviewed for this pa-
per attempt to hinge a portion of funding 
to excellence in the delivery of library ser-
vices. Some formulas may even retard im-
provements by yielding larger funding 
recommendations for those libraries with 
the weakest collections compared with 
ACRL standards. If an institution embarks 
on a program to improve its library collec-
tion and services by raising private funds, 
by budget reallocations, or other strategy, 
the institution assumes all the risk and 
anxieties. The addition of selective fund-
ing incentives could encourage institu-
tions to take risks that could enhance qual-
ity. 
Every formula has a reward or incentive 
system, and since 1979, Tennessee has 
been experimenting with performance-
related funding. The Tennessee policy al-
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lows an institution to earn an additional 
amount, up to 2 percent of its budget, de-
termined by performance on five vari-
ables.13 The variables assess overall perfor-
mance such as the number of programs ac-
credited or the performance of graduates 
on tests in their major fields. A recent 
study by the Education Commission of the 
States found that innovations various 
states have undertaken in the last several 
years encourage quality improvement.14 
The most common approaches provide 
special funds for quality improvement for 
specific programs or general areas, deem-
phasize enrollment as a basis for appropri-
ations, and provide special endowments 
or matching grants to attract top faculty. 
Much of this paper discusses redesign-
ing formulas to deemphasize enrollment 
as the driving force for funding. Going be-
yond that step to innovations which en-
hance quality is desirable, but not without 
problems. Where quality determines a 
portion of funding, there will be winners 
and losers. Were a portion of funding 
linked to attainment of ACRL standards, 
tremendous pressure probably would 
mount to dilute the standards so more in-
stitutions could qualify. Developing new 
measures of performance could be costly 
and might result in giving attention to the 
most easily measured efforts rather than 
the most .important aspects of library ser-
vices. It might be that after a few years of 
trying, states will abandon efforts to de-
sign funding strategies which enhance 
quality. However, if states persist in their 
efforts, those library administrators will-
ing to contribute to the process may be 
among the winners. Given the contribu-
tions that technological advances can 
make toward improved library services 
and the critical importance of libraries to 
an institution's instructional programs, 
funding innovations which address qual-
ity could very likely result in improved 
funding for library services. 
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Born-Again Cataloging 
in the Online Networks 
Ruth Hafter 
Participation in an online network means that the work of individual libraries and their cata-
logers becomes visible to, and utilized by, many other libraries. Network affiliated libraries and 
network quality control personnel thus become participants in evaluating each cataloger's 
work. Results of a 1983-84 case study of six academic libraries indicate that the shift from in-
house to nationwide evaluation of catalogers' records creates enhanced status and influence for 
cataloging peer groups and provides both networks and individual libraries new opportunities 
to identify master catalogers by online inspection of their work. 
ne of the most important devel-
opments affecting library and 
information agencies in the 
past decade has been the grow-
ing reliance by individual libraries on the 
services of automated cooperative net-
works, also known as bibliographic utili-
ties. These utilities offer a range of prod-
ucts designed to help libraries exploit the 
fact that work done at one institution can 
often be utilized by another library with 
little or no change being required. Since 
adherence to cataloging codes is a man-
dated professional requirement, cata-
logers everywhere are theoretically able to 
use each other's work. Thus, develop-
ment of a huge online catalog, accessible 
to all member institutions, should result in 
a vast overall saving of catalogers' time 
without the dilution of quality inherent in 
most mass production activities. 
Network participation also creates new 
ways to evaluate quality. Access to the 
network's communal catalog makes an 
immense public record visible nationwide 
on every participating library's terminal. 
Because cataloging departments and/ or 
their individual catalogers attach identify-
ihg codes to these records, it is possible for 
peers, managers, critics, and consultants 
to evaluate cataloging successes and fail-
ures. This remarkable increase in the 
groups concerned with evaluating an indi-
vidual library's product has received little 
attention in the library research literature 
despite the fact that sociologists and other 
social scientists have developed numer-
ous case studies indicating that increased 
work visibility tends to lead to decreased 
professional status and loss of ability to 
maintain professional quality standards.1 
Therefore, as part of my doctoral research · 
at the University of California, I devel-
oped a case study designed to explore 
how catalogers adapted to work in an on-
line environment, how this shift affected 
their work assignments and professional 
status, and whether countervailing strate-
gies had been developed by these library 
professionals to retain control over cata-
loging standards and reinforce their pro-
fessional authority. 
METHODOLOGY 
The case study was conducted . during 
1983-84 and focused on sixty-eight in-
depth interviews with catalogers, library 
administrators, and network quality con-
trol personnel. In addition, I had an op-
portunity to attend the OCLC network-
sponsored Oglebay Conference on Qual-
ity Control and was able to interview · 
Ruth Hafter is library director at Sonoma State University, Rohnert Park, California 94928. This paper was 
presented at the ACRL Fourth National Conference in Baltimore, April 9-12, 1986. 
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many network-identified master cata-
logers at that meeting. 
Six academic libraries were the sites for 
most of my interviews. One criterion for 
selecting these libraries was that they be-
long to a · cataloging network (Online 
Computer Library Center [OCLC], Re-
search Libraries Information Network 
[RUN], or Washington Library Network 
[WLN]). They were also required to have a 
budget over $1 million. This criterion was 
imposed in order to guarantee that they 
would have a cataloging department of 
sufficient size to be able to develop a sam-
ple group or quote without danger of im-
properly identifying one's source. 
Finally, geographic and financial con-
siderations limited my research to a sam-
ple located on the west coast of the United 
States. (Stanford University, University of 
California-Berkeley, University of Wash-
ington, San Francisco State University, 
Sonoma State University). However, 
since librarianship is an occupation char-
acterized by national norms, national net-
works, and national job markets, this re-
gional sample should still reflect current 
American practice. 
RESULTS 
In every library that I visited, the cata-
logers, even the subject specialists, had 
extremely limited contact with students 
and with faculty. They tended to work 
alone in offices or in partitioned alcoves so . 
that they could devote intense attention to 
the literature that they were describing. 
Since most .of the catalogers interviewed 
were isolated from users, especially 
knowledgeable faculty members, their 
only sources for evaluating their catalog-
ing work were the cataloging rules and the 
approval of other catalogers. 
In an isolated work environment net-
work visibility can provide potential bene-
fits for catalogers who feel proud of their 
work and seek to enlarge the audience 
that is able to appreciate it. Many cata-
logers in the sample libraries, especially 
the three large research libraries, fall into 
this category. Thus Berkeley catalogers 
bemoan the fact that their initials are re-
moved from the bibliographic record be-
fore it is input into RUN. True, their qual-
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ity work is still identified as a Berkeley 
product, but their individual contribu-
tions to their institution's prestige will not 
be known to other catalogers. 
On the other hand, all of the catalogers 
that I interviewed were aware of the po-
tential negative effects of visibility. They 
mentioned the growing number of library 
blacklists of institutions whose cataloging 
was deemed to be unacceptable. At some 
of the sample libraries, catalogers were 
aware of these lists. Department members 
even admitted to creating these lists. On 
balance, however, catalogers showed far 
more interest in the white lists developed 
by their departments-lists of libraries 
whose cataloging could be accepted with 
little or no revision or of libraries that were 
especially esteemed for some area of spe-
cialized cataloging (e.g., music scores). 
Although catalogers interviewed had not 
actually compared their lists with col-
leagues in other institutions, most felt 
confident that the same names would ap-
pear on the majority of library white lists. 
Network quality-control personnel 
were also aware of and used white lists to 
·create spin-off products. Because OCLC, 
its regional networks, and its cataloging 
advisory groups know where the high-
quality cataloging departments are lo-
cated, they were confident in, and capable 
of, assigning these departments the task 
of revising errors in the database. Project 
Enhance, inaugurated in December 1983, 
with its initial designation of twenty revis-
ing libraries, is a direct offspring of net-
work visibility, quality control, and evalu-
ation. 
Both OCLC and WLN have compiled re-
source lists of catalogers knowledgeable 
about cataloging rules and network proce-
dures, and these lists are available to insti-
tutions seeking expert consultants. Of 
course, the lists also provide the source 
from which new members of network ad-
visory committees can be drawn. 
It is true that acknowledged nationwide 
cataloging experts existed in the library 
profession ptJor to networks. They were 
usually identified because of their rank 
(e.g., heads of cataloging departments of 
major research libraries), their articles in 
the library literature, or their membership 
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in important state or national cataloging 
committees. Network participation has 
added two new possibilities for nation-
wide renown-participation in network 
committees and/or quality of cataloging 
prepared by the individual or the depart-
ment that he/she represents. In some 
ways the first of the new possibilities is 
simply a variation on the old requirements 
for approval by the establishment. After 
all, being head of a catalog department, 
being selected to publish in refereed li-
brary journals, or being appointed to na-
tional committees is a function of the cata-
loger's ability to meet the standards of the 
existing power structure of the library 
world. The second of the new paths to cat-
aloging stardom, however, does not fit 
comfortably into the traditional mold. It 
stresses performance· and peer evaluation 
rather than administrative approval and 
political alliances. While this phenome-
non is much too new to be realistically as-
sessed, interviews with catalogers reveal a 
great interest in, and approval of, working 
peers, especially those that are associated 
with the networks. In fact, among the cat-
alogers interviewed there appeared to be a 
high level of consensus that peer group 
representatives are worthy leaders who 
have publicly proved their high ethical 
standards by adhering to quality profes-
sional cataloging standards, even when 
doing so sometimes becomes unpleasant. 
One cataloger at the Oglebay Conference 
saw things this way: 
Quality control is a lot like cleaning a cat box. It 
is expected-that is your fellow librarians ex-
pect you to keep their data base clean.2 
But, of course, people who clean out cat 
litter boxes sometimes develop such 
strong aversions to their contents that 
they decide to get rid of the animals re-
sponsible for producing the mess. Discus-
sions with network quality-control per-
sonnel indicate that master catalogers are 
characterized both by the high quality of 
their work and their tendency to report 
substandard cataloging done by others. In 
fact, error reporting is one way that OCLC 
regional networks identify resource peo-
ple and potential members of their advi-
sory groups. These networks analyze the 
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error reports sent to them, examine the 
documentation that accompanies the re-
port in order to establish that the record is 
indeed in error, and develop files of indi-
viduals dedicated to maintaining a 
"clean" database. The regional networks 
then review online the work produced by 
each cataloger, and if that work is ranked 
superior, the error-spotting catalogers will 
begin to be invited to participate in net-
work committees. In time, this participa-
tion will often lead to invitations to join 
nationwide cataloging advisory commit-
tees. 
While this process is favorable for the er-
ror reporter, what impact does it have on 
the individuals or departments that errors 
are assessed against? In general, in the 
sample libraries, some resentment at er-
rors assigned the institution was ex-
pressed and, in at least three of them, seri-
ous effort was made to review the record 
and determine if substandard cataloging 
had actually occurred. 
It was only when speaking to network 
quality control personnel, however, that 
the rage of the embattled cataloger against 
whom errors were assessed could be dis-
cerned. At all three networks, quality per-
sonnel expressed some feelings of stress 
resulting from having to deal with librari-
ans whose records allegedly contained er-
rors. 
Some of the catalogers felt personally 
compelled to develop huge and thor-
oughly indexed documentation justifying 
their innocence. If, despite these protests, 
their records were revised at the network 
office, they took personal affront at what 
they considered to be stains on. their pro-
fessional record. In one of the networks, 
the strain of dealing with this small, · but 
outraged and vocal, constituency took a 
noticeable toll upon the entire quality con-
trol staff. Network administrators became 
so concerned that they ordered that group 
members use some company time to take 
classes in biofeedback and thus relieve 
their stress. Unfortunately, this enlight-
ened management strategy was not totally 
successful. Several biofeedback students 
experienced additional stress worrying 
that their bosses would monitor their bio-
feedback performance and find them at 
fault for not having relaxed enough. Thus 
visibility doth make victims of us all! 
At another network, the chief reviser 
separated catalogers into two groups-
,, those that want to dance and those that 
want to fence." The dancers are willing to 
accept revisions for the sake of the consis-
tency of the network database. The 
fencers, usually the more renowned cata-
logers, are supremely confident of their 
own judgments and will contest every er-
ror call. The network reviser (obviously a 
natural-born fencer) enjoys the contest, 
admires the combatants, and often makes 
mental notes that they possess the right 
stuff needed to become members of net-
work committees. 
All of the network quality-control per-
sonnel commented on what they consider 
to be a statistically insignificant but fasci-
nating aberration-some catalogers, 
aware of the visibility and publicity that 
network participation creates, are deliber-
ately using error reports to disparage the 
work of colleagues in other institutions. 
Instances of this type occur most often 
when there are competing cataloging de-
partments, especially in institutions that 
have had traditional football rivalries with 
each other. In this case, technology has 
made it possible for a new form of the Su-
per Bowl to be played on video screens by 
competing catalog departments. 
But, in general, maintaining standards 
is not a game to catalogers. It is serious 
and important work. One of the most 
striking impressions that emerges from re-
viewing cataloging literature is the judg-
mental and moral world view of cata-
logers, especially in the area of standard 
setting and enforcement. Moreover, dur-
ing the course of my interviews phrases 
like "lapses from grace," "worthy 
peers," and "born-again catalogers," ap-
peared to form natural parts of the cata-
loger's vocabulary-an in-group tone and 
use of language that an outsider would be 
more likely to associate with the ministry 
than with the technical experts catalogers 
pride themselves on being. 
Because they are engaged in protecting 
the purity of cataloging standards, the 
emerging subgroups of master catalogers 
· and cataloging peer groups appear to 
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have, quite unconsciously, cloaked them-
selves in the mantle of the righteous. Like 
any group of the ''elect'' they are some-
times disliked and resented, but no seri-
ous collegial challenge to their right to dis-
cover and assign error has yet emerged. In 
fact, network designation as resource con-
sultants, as approved revisers (e.g., Proj-
ect Enhance), as "buddies" for new or 
wayward cataloging departments, pro-
vides new cataloging peer groups with na-
tionwide influence, power, and prestige. 
This same combination of factors then 
makes it possible for those groups to pres-
sure networks for the retention of stan-
dards and the very detailed records so 
dear to catalogers' hearts. 
This enhanced status is, of course, be-
stowed on a very small minority of cata-
logers through network participation. The 
vast majority of these librarians are threat-
ened by loss of jobs and the many depro-
fessionalizing trends that standardized 
and routine network work processes cre-
ate. Despite this, many catalogers ex-
pressed more hope for the survival of their 
professional ideals as a result of the work 
of peer groups than through the contin-
ued activities of their individual depart-
ments. 
In two of the libraries, comment was 
made about networks providing a new op-
portunity and a new forum to discuss 
standards. Moreover, as one San Fran-
cisco State cataloger noted, "Networks 
might be worrisome· because they assign 
errors, but at least they have some interest 
in discovering them. Most libraries don't 
care anymore." 
In "The Professionalization of Every-
one?" Wilensky points out that the opti-
mal knowledge base for professionals is 
"neither too vague nor too precise, too 
broad or too narrow. ''3 Cataloging work 
may well fall into the too narrow and too 
precise category, which is susceptible to 
being broken into ever smaller compo-
nents that can then be taught to workers 
with lesser skills. On the other hand, Wi-
lensky also argues that 
many of us might construct a homemade book-
case, few would forego a clergyman at the 
grave. The key difference is that the clergy's 
tasks and tools, unlike the carpenter's, belong 
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to the realm of the sacred-which reinforces a 
jurisdictional claim grounded in formal training 
and indoctrination. Occupations which suc-
cessfully identify themselves with the sacred 
may achieve as much of a mandate by monop-
oly as those that identify themselves with sci-
ence.4 
Thus he charts many paths used by occu-
pational groups in their ascent to the peak 
of · professionalism. At present, there is 
certainly no evidence that catalogers are 
consciously trying to replace a diminished 
knowledge base with an expanded claim 
to moral superiority. Indeed, striving to-
ward some abstract ideal has always char-
acterized these professionals and turned 
them inward in a search for collegial ap-
proval. But with the rise of designated 
master workers and knowledgeable peer 
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groups, catalogers appear to be develop-
ing a breed of colleagues whose knowl-
edge base is expanding to include an over-
view of network systems and whose 
standard-setting influence is acknowl-
edged by network personnel as well as by 
other catalogers. These workers could 
possibly develop into new hybrid cata-
logers, possessing some measure of auto-
mation expertise, political clout, and de-
votion to traditional cataloging standards. 
If so, there is a chance that they are harbin-
gers of the reprofessionalization of cata-
loging. 
Thus, while the network has sowed the 
seeds for the deprofessionalization of cat-
aloging, it has also reaped the crop of the 
new breed of born-again catalogers. 
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Capturing the Mainstream: 
Publisher-Based and 
Subject-Based Approval 
Plans in Academic Libraries 
Karen A. Schmidt 
Approval plans in large academic research libraries have had mixed acceptance and success. 
Much of the negative reaction may be caused by not designing a plan suitable for the book 
market and the needs of research libraries. The author compares the viability of subject- and 
publisher-based plans for academic libraries in both domestic and international markets and 
presents the case for the overriding success of the publisher-based plan for domestic publica-
tions and the subject-based plan for international markets. The intrinsic differences between 
the two types of plans are discussed, and the publishing industries of North America and Eu-
rope are reviewed for their impact on approval plans covering various countries. The experience 
of the University of Illinois-Urbana Library is presented as a specific case for the relative suc-
cess of both types of plans. The collection, the library organization, and the vagaries of the 
publishing industries of many countries form the basis for selecting the proper plan which is 
most economical. 
he consensus of the research on 
approval plans appears to be 
that approval plans are effec-
tive and efficient, but only 
when certain objective realities are 
present. These practicalities include hav-
ing a clearly defined collection develop-
ment statement; library selectors who un-
derstand the collection development 
policy, agree with it, and are prepared to 
work together for the mutual benefit of the 
collection; an approval plan profile which 
reflects this collection development pol-
icy; an adequate aquisitions staff to evalu-
ate the plan properly in view of changing 
curricula, the plan's return rate, and the 
collection's needs; and a vendor who can 
appreciate the idiosyncrasies of each li-
brary and can perform according to the li-
. brary' s expectations. The research, unfor-
tunately, in the main part revolves around 
the question of having or not having an 
approval plan and around the mechanics 
of slips and streamers and stamping. The 
question of types of plans has not been ex-
amined in detail, yet there are several fac-
tors affecting types of plans which bear ex-
amination and are, in fact, of primary 
importance. 
The profile of an approval plan is a 
coded representation of areas in which the 
library wishes to collect. It usually consists 
of key terms and vendor-specific number-
ing schemes of an intricate nature. ·The 
profile is the key to translating a library's 
approval plan needs to the vendor. It also 
is the major source of trouble, is time-
consuming for both the vendor and library 
to create, and is, almost invariably, in a 
constant state of flux. All the other factors 
which are commonly thought of as being 
points of difficulty with approval plans-
Karen A Schmidt is acquisitions librarian at the University of Illinois-Urbana, Illinois 61801. This paper was 
presented at the ACRL Fourth National Conference in Baltimore, April 9-12, 1986. 
365 
366 College & Research Libraries 
problems such as uneven shipments or in-
adequate selection-are factors internal to 
the library or the vendor, and thus, within 
their individual power to correct. The pro-
file is the only way in which the vendor 
and library interact and is, therefore, the 
heart of the subject-based approval plan. 
Because of the importance of, and po-
tential for, problems which the subject 
profile presents, it is useful to look at the 
various types of approval plans in aca-
demic libraries in order to see if some sim-
plification of the subject plan can be made. 
It is common for academic libraries which 
accept the notion of approval plans to 
have at least two different types of plan: a 
subject-based plan and a university press 
plan. The latter is, of course, a specialized 
publisher-based plan. With the subject-
based plan, the library's collection devel-
opment statement (or some subset 
thereof) in key-term or coded form is 
matched with the vendor's subject profile. 
Readership levels are negotiated, as are 
costs and the subjects to be included with 
the vendor. The books which are sent are 
chosen on the basis of these arrange-
ments, the selectors come to agreements 
on where titles belong, and the acquisi-
tions department monitors in a continuing 
manner the results of the agreements 
reached. No matter how detailed the ar-
rangements are, subject-based plans have 
inherently a measure of subjectivity in 
matching subject concepts to individual ti-
tles. Conversely, in the university press 
plan, a list of accepted university presses 
is agreed upon at the beginning, and the 
books from these presses are sent. The 
agreement approaches that of a standing 
order or blanket order, although it is un-
common for a vendor to reject any returns 
of nonselected books. Providing the ven-
dor is reliable, and since the basis for selec-
tion is utterly objective, little or no moni-
toring is necessary. 
It is illuminating to review what hap-
pens to each title under the two types of 
plan. In a subject-based plan, selection oc- · 
curs on many levels. The vendor acts as 
the selector at the first instance and may 
profile books from publisher's blurbs and 
reexamine the book once it is in hand. The' 
book is matcl1ed to the library's profile, 
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the vendor makes appropriate purchasing 
agreements with the publisher, and the 
book is sent to the library. Once in the li-
brary, the selection process begins again, 
with selectors reviewing the book and 
making selections and negotiations with 
other librarians. The subject-based plan 
becomes, in effect, a bookstore in which 
books are examined and selected or re-
jected. The subject plan also poses the 
question of whether a particular title will 
be sent: "profiling" is a kind of classifica-
tion process, and the vendor's classifica-
tion may not match that of the subject se-
lector. If the profiling is at all detailed, the 
book may be described differently from 
the way the selector might expect, and 
thus, may not be sent. Many vendors sup-
ply the library with various types of lists of 
titles expected on approval. Such lists can 
be checked, although this is a time-
consuming process. Anyway, the lists 
may not match titles sent. The obvious an-
swer is to send all firm orders to the ap-
proval vendor, although this is not usually 
a wise use of resources, since libraries 
should use different vendors for different 
materials, depending upon the vendor's 
individual strengths. 
In university press plans, true selection 
as an intellectual process occurs only 
once: when it is agreed that a press will be 
included in the plan. Selectors are familiar 
with the products of the university 
presses and accept that a title published 
by, say, the University of Chicago Press, 
. will be scholarly and necessary to the aca-
demic library collection. Selectors may re-
view the books as they arrive, but rarely 
do they select (or, more accurately, reject) 
titles. The vendor is not required to prese-
lect and describe the book, although there 
are many who do. This type of plan has 
the added benefit of assuring what will be 
received, without reviewing vendor lists 
or selecting vendors on the basis of ap-
proval plan agreements. 
The nature of the domestic market is 
such that many publishers seek out what 
might be perceived as "territories" of 
publishing, which are well known to in-
formed librarians. As an example, it is ac-
cepted that Wiley Scientific will produce 
scholarly scientific titles which will be of 
interest to academic libraries. It is likely 
that such libraries will have standing or-
ders for Wiley's various series publica-
tions. Similarly, we recognize that Harper 
and Row will publish worthwhile literary 
authors and good books of general inter-
est. Because of this generalized knowl-
edge, librarians as selectors feel comfort-
able with the works of the domestic trade 
market. It is likely that these books will be-
come part of the library's collection, but a 
subject-based plan cannot, by its nature, 
reflect this knowledge. Libraries construct 
elaborate profiles, ask vendors to deter-
mine if each title fits, then begin the selec-
tion process again by reassessing each title · 
in the light of their collections. 
It is a common configuration within the 
academic research library to have subject 
specialists who may be independent sub-
ject librarians or bibliographers or may be 
part of an acquisitions department or 
other technical service area. These per-
sons usually are well trained in their par-
ticular area of expertise to identify and se-
lect items from a wide array of material. It 
is, therefore, a very inefficient use of per-
sonnel resources to ask these librarians to 
become involved in the selection of easily 
identified and acquired material. Just as it 
is not good economic or professional 
sense to ask original catalogers to handle 
OCLC cataloging, neither is it practical or 
cost-efficient to request that trained bibli-
ographers identify Harper and Row 
books. Their knowledge of their subject 
area is far better spent in identifying fugi-
tive and difficult mater\als than in dealing 
with what can easily and reasonably be ex-
pected to be an automatic acquisition for 
an academic library collection. · 
Conversely, a publisher-based plan pro-
vides economies in a number of different 
ways. First, the books expected are known 
quantities. Like the university press 
plans, once a publisher is selected, these-
lection process is virtually over. There is, 
therefore, a savings in both selectors' and 
acquisitions staff's time. There also may 
be materials budget advantages if vendors 
are willing to increase discounts for more 
easily managed approval plans with a 
high rate of acceptance. Money tied up in 
continuations budgets for publishers' se-
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ries may be ''freed'' to purchase series ti-
tles as they appear in monographic form; 
this may well enable fund managers to 
handle yearly expenditures more easily. 
Publisher-based plans do not ignore 
subjects but subordinate them to the over-
all concept. One may request that books 
on, say, theology be exempted from cov-
erage or be provided as details on "exclu-
sion forms'' instead. Of more importance 
are the readership level and format of the 
books. One may exclude popular level ti-
tles and reprints or expensive editions. 
The fewer the exclusions, though, the 
more effective and understandable is the 
plan. 
As described later, the University of Illi-
nois-Urbana Library made the shift from 
subject- to publisher-based approval 
plans, following a very simple experiment 
which is believed ~o be beneficial to every 
large academic research library having a 
subject-based approval plan. Recent an-
nual publisher's catalogs from a few well-
known publishers were chosen and 
checked against our holdings. It was 
found that the holdings of these titles 
were well over 90 percent. In checking to 
see if these titles had come as a result of 
our subject-based plan or because of indi-
vidual firm orders the results were less 
cheering: a significant portion (and in 
some subject areas, a majority) of titles 
came as a result of firm orders. The ap-
proval vendor supp'lied a list of publishers 
issuing a significant number of titles re-
ceived as a result of our subject-based ap-
proval plans, which was modified some-
what to reflect the specific interests of our 
library collection. Because of the findings 
of the study, a change from an unsatisfac-
tory (in terms of titles received and titles 
rejected) subject-based to publisher-based 
approval plan was implemented. 
The results in terms of the return rate for 
books, the ability to predict which titles 
are expected, and the savings in personnel 
time and energy for both professionals 
and support staff have been significant, as 
has been the currency of acquisition of 
mainstream domestic titles. 
Do the same considerations apply when 
dealing with nondomestic titles? Foreign 
publishing has a different structure from 
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that of America. The same objectives of 
the collection development policy and the 
same factors concerning approval plans 
exist. What is different is the publishing 
houses, their physical distance from 
North America, and our own knowledge 
of the publishing industry in Europe and 
elsewhere. To develop successful collec-
tions representative of these foreign coun-
tries, it is extremely important to have cur-
rent and accurate access to information 
concerning new publications. While Pub-
lishers Weekly and like publications keep 
selectors informed about North American 
publishing, there are few European publi-
cations which reach us in a timely fashion 
and allow us to make selections immedi-
ately. Additionally, foreign print runs are 
usually smaller than American, which in-
creases the necessity to purchase quickly. 
Our knowledge of the publishing houses, 
too, is lessened not only because of simple 
geography, but also because the business 
of publishing in Europe and Asia fre-
quently is carried out in a manner which 
sometimes mystifies us. For example, it is 
a common misconception that European 
publishers and vendors can give North 
American libraries discounts, but for some 
inexplicable reason refuse to do so. (Anti-
Americanism, perhaps?) In fact, there are 
no discount schedules to pass along to 
customers in North America, due to the 
economics of publishing in many of these 
countries. Likewise, copyright agree-
ments between European and United 
States and Canadian publishers are ill un-
derstood. It is not uncommon to find se-
lectors "playing the market" by trying to 
second-guess which Springer or Oxford 
University Press edition will cost less or be 
published first. Such misconceptions 
about the European publishing industry 
reveal the extent to which we need to rely 
upon our European and other foreign ven-
dors for their understanding of their own 
economic and scholarly communities and 
their ability to translate our needs into 
their business language. A factor of great 
importance is the homogeneity of the pub-
lishing industry in Europe, western Eu-
. rope particularly. Publishers tend to deal 
in one subject area to an even greater ex-
tent than is done in the United States. The 
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effect upon the development of a tradi~ 
tional subject-based approval plan is sig-
nificant. 
With all these considerations, the argu-
ment against approval plan subject pro-
files makes less sense than it does with do-
mestic publishers. While all the inherent 
problems with the subject profiles still ap-
ply, regardless of the geographical region, 
the less information known about a group 
of publications the more meaningful the 
role of the vendor in the collection devel-
opment process. Thus, it is likely that an 
academic research library will need to de-
pend on a European vendor's subject pro-
file to obtain books quickly, unless that li-
brary has a subject specialist so familiar 
with the publishing market of the country 
in question that a subject profile for that 
country is redundant. However, it is im-
portant to reiterate that publishing houses 
in many parts of Europe are focused upon 
relatively narrow subject ranges and have · 
more homegeneity of readership level 
than their American counterparts. A 
subject-based plan for foreign countries, 
therefore, is not unlike a publisher-based 
plan for this country. 
As a case in point, the University of llli-
nois-Urbana library has a number of ap-
proval plans, both subject- and publisher-
based. As described above, the domestic 
subject-based profiles were replaced by 
publisher-based profiles because the sub-
ject profiles were imperfect representa-
tions of the collection development needs 
of the library and because the selectors did 
not have sufficient faith in the profile to 
provide the books they thought appropri-
ate for the collection. The subject-based 
profile caused very high return (rejection) 
rates, some of which approached 60 per-
cent; an economically intolerable situa-
tion. Now, the publisher-based plan has 
return rates of less than 10 percent. Addi-
tionally, the library has subject-based pro-
files with several European vendors who 
are able to interpret the library's needs 
into specific book selections. In the case of 
area studies, the library relies on blanket 
orders, which are not primarily based on 
subject consideration, but, like publisher-
based plans, limit what is sent by broad 
subject and format categories. Over the 
l 
past few years, following the simple 
maxim that subject-based profiles are 
more likely to succeed when less is known 
about an area's publications has proven to 
be a successful formula for acquiring the 
easy-to-identify titles. · 
It is important for academic libraries to 
ask not only the why of approval plans but 
also the what. It is the less obvious man-
agement question concerning approval 
plans and is the ~ore important. Once 
committed to an approval plan-which 
should be an accepted and useful compo-
nent of collection development for aca-
demic libraries-it is far more interesting 
and useful to review exactly what the plan 
is and can do. Does it duplicate the work 
and knowledge of the selectors? If the li-
brary's selectors are professionals trained 
in the subject area, it is unlikely a subject 
Capturing the Mainstream 369 
plan is needed for domestic publications. 
What kind of staff will maintain the me-
chanical points of the plan? If the approval 
plans take more than 1.0 to 1.5 FTE to 
maintain, then the plans are too cumber-
some. If there is adequate knowledge 
about the publishers of any one country, 
then there is little need for a subject-based 
plan. The approval plan is an adjunct to 
good selection and economic manage-
ment of the academic library. It does not 
replace the need for a collection develop-
ment statement, nor is it a replacement for 
the subject specialist, but a useful tool 
which provides for the greatest use of the 
professional potential within academic li-
braries, by freeing selectors from mun-
dane activities and thus enabling them to 
concentrate on the truly professional as-
pects of their work. 
Online Searching 
and the Research Process 
Connie Miller and Patricia Tegler 
Despite evidence that researchers seek information in ways which are quite different from a 
logical, linear search strategy model, librarians persist in relating to the information-seeking 
process as if it were static and product oriented. Even online searching, which is generally 
considered to be flexible and interactive, is viewed merely as an alternate method of compiling a 
bibliography. The bibliography is considered a fixed and final product to be measured exclu-
sively according to the limited variables of recall and precision. By having such a restricted 
view of online searching and its potential benefits to researchers, librarians fail to take full 
advantage of their role in the academic research community. If librarians wish to be relevant to 
researchers and to offer valuable services to an important constituency, they must fully under-
stand the organic nature of research and the ways that scholars seek information. They must 
further understand and facilitate the significant way that online searching can contribute to 
and enhance the research process. 
he view of research as a linear, 
highly structured, logical pro-
cess has been challenged by 
studies which indicate that 
scholars work in ways which can best be 
described as cyclical, organic, and intui-
tive. 1 These illogical and intuitive ap-
proaches to research mirror themselves in 
seemingly random, haphazard ap-
proaches to locating pertinent informa-
tion. Rather than following systematic li-
brary search strategies, scholars generally 
employ less structured methods, such as 
browsing, consulting with colleagues, or 
tracing footnotes and bibliographies. 
Printed indexes, by their very nature, tend 
to limit creative, cyclical interaction be-
tween researchers and information. On-
line systems, on the other hand, have the 
potential to facilitate highly interactive 
seeker-information dialogues, just the 
type of interchange which is integral and 
essential to the trial-and-error2 process in-
volved in research. To date, however, this 
potential for interaction and its corres-
ponding benefits to the scholar have not 
been fully realized. Further, the limited 
ways in which online searches have been 
evaluated have hindered a full under-
standing of the organic nature of the on-
line process. 
A key to exploiting the potential of the 
online process for researchers lies in un-
derstanding the distinction between seek-
ing information on "topics" and seeking 
information on "problems." Swanson 
claims that ''creative scientific research 
does not begin with a 'topic' but with a 
problem-a researcher must be puzzled, 
curious, in a sense 'bothered' about some-
thing."3 As scholars research a "prob-
lem," the questions they ask and the in-
formation they seek shifts and changes. 
Each new finding alters what follows. 
''Research,'' as Maurice Line describes it, 
''is a process that does not allow for too 
formal organization. " 4 Integral to the 
loose structure of research is the 
information-seeking behavior of research-
ers. Stoan states that'' scholars ... follow 
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no mechanical procedure of thinking up a 
topic, doing background reading on it . . . 
going through the card catalog ... , con-
sulting indexes for articles," etc.5 Instead 
they most frequently locate additional in-
formation through the bibliographies of 
previously identified material. This biblio-
graphic tracking technique closely ap-
proximates the actual research process. It 
is organic and cyclincal and manifests 
what Swanson describes as the trial-and-
error, problem-oriented process of infor-
mation retrieval.6 
This trial.,.and-error process of informa-
tion seeking is quite different from a 
highly structured search strategy ap-
proach, and unlike it, does not result in a 
complete, final bibliography. In trial-and-
error searching both the process of the 
search and its products can lead the re-
searcher to alter the original understand-
ing of the problem and may lead to addi-
tional sources of information. The 
traditional methods of ·evaluating infor-
mation searches-recall and precision-
have completely overlooked this genera-
tive, creative aspect of a search. By 
evaluating the product and not the pro-
cess, recall and precision limit our under-
standing of information searches and fail · 
to measure them effectively. 
Recall and precision measure a specific 
retrieved bibliography within the context 
of a particular database. Recall is the per-
centage of relevant documents retrieved 
out of all relevant documents in the data-
base. If all possible relevant items are re-
trieved from the database or databases, 
the bibliography has achieved 100 percent 
recall. Precision is the percentage of rele-
vant documents retrieved of all the docu-
ments retrieved. If half of the documents 
in the bibliography are relevant, its preci-
sion rate is 50 percent. Let us assume that 
for a particular topic there are 200 relevant 
citations in a database. A search for that 
topic results in a bibliography of 160 cita-
tions. Eighty of the citations are relevant. 
The search has achieved a recall rate of 40 
percent, or 80 of 200, and a precision rate 
of 50 percent, or 80 of 160. 
Both recall and precision depend on rel-
evance, an extremely difficult concept to 
measure. Harter summarizes two differ-
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ent types of relevance which have been 
identified: 
The first type of relevance is ''on the topic,'' 
which is the kind of relevance that would apply 
in subject searchs. A document is relevant to a 
topical query if it is on the subject named by the 
requester. Relevance in this sense can be 
judged by an individual or by a community of 
experts; it is objective and involves public 
knowledge. The second type of relevance is 
similar to what Kemp and others have referred 
to as "pertinence"-it is a subjective, private 
"creation of new knowledge" by the requester 
in the context of a personal information need. 
In this sense, relevance is not a property of a 
document and a request, but is the property of a 
document and a requester. 7 · 
Measurement of recall and precision is 
gen-erally based on the identification of 
relevance according to the first, more ob-
jective meaning of the term. Search results 
get high marks for precision when a large 
percentage of the citations retrieved ap-
pear to be "on the topic." The specific in-
formation needs of the requester may. or 
may not be met by these highly precise 
results. Recall and precision, therefore, 
measure the performance of the database 
or system. They do not and cannot mea-
sure the value of a search to a requester. 
The concept of recall itself is a highly 
questionnable one. In the first place, recall 
cannot be accurately estimated. Using ei-
ther definition of relevance it is impossible 
to determine the total number of docu-
ments in a database which are relevant to a 
given request or requester. Secondly, total 
recall is rarely desirable or valuable. The 
retrieval of all relevant documents would 
frequently constitute too much informa-
tion, and a surplus can be as problematic 
as a deficiency. Furthermore, recall can 
only measure a specific bibliography 
against a hypothetically relevant portion 
of a database.lt measures the value of the 
search process itself, therefore, only in 
terms of a quantifiable product. 
To be an important part of research, 
however, the process of an online search 
and the products of that search must move 
beyond the restrictions of recall and preci-
sion. Hawkins, Bates, Vigil, and others 
have described heuristic techniques, like 
title and descriptor scanning, citation 
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pearl growing, the '' notting'' out of pre-
vious sets, and "interactive scanning," 
which help a searcher make more effective 
use of online file capabilities. 8 But t~e best 
techniques can still be limited by a topical, 
recall-and-precision dominated approach. 
Consider, for example, a search of the 
ERIC database for citations on end-user 
searching. Since no thesaurus term end-
user currently exists, a searcher could de-
velop a group of synonymous terms using 
the thesaurus or begin with a free-text ap-
proach and locate synonyms by printing 
several citations in the title-descriptor for-
mat. Terms like online-systems, information-
retrieval, or information-seeking could be 
combined with training, user-satisfaction, 
or surveys to result in high recall. Limiting 
the combinations to precise user groups, 
e.g., college-faculty or health-personnel, 
could increase precision. A systematic 
process of notting out already examined 
sets could eliminate needless duplication. 
Logically, this technique of framing an in-
formation request in terms of statically de-
fined synonyms could not be faulted. 
Titles and descriptors function, how-
ever, as more than static synonyms. 
Words which name or describe books or 
articles act as signposts, embodying con-
ceptual approaches to research or indica-
ting directions taken. In this fuller sense, 
they function as powerful disseminators 
of information whose importance lies less 
with their potential for becoming part of 
online search logic and more with their 
potential to reshape a research question. 
A logical combination of topical synonyms 
for the term end-users is directed toward 
the development of a final product: a high 
recall and/or high precision bibliography. 
Interacting with words as signposts be-
gins the generative process of reformulat-
ing an original information request. This 
generative process depends upon a will-
ing suspension of logic, a leap, that is into 
the illogical or intuitive world of perti-
nence. 9 Harter calls an illogically interac-
tive search a ''problem-oriented'' online 
inquiry which is "an integral part of sci-
ence itsel£."10 
How could the search for end-user 
searching citations have been different? 
''Full Service Document ·Delivery: bur 
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Likely Future" is one title that a free text 
search of ERIC would retrieve. This cita-
tion appears minimally relevant at best; 
none of the logical synonym combinations 
listed above would retrieve it. By sus-
pending logic, however, and responding 
to the words in the title, a researcher in-
tent on developing an end-user searching 
program in an academic library might alter 
direction considerably, including in the 
development of the program an online 
document ordering option. 
Whether logically or illogically con-
ducted, an online search results in a biblio-
graphic product. Like the words in titles or 
descriptors, the importance of this prod-
uct lies less with its potential to supply in-
formation on a topic and more with its po-
tential to alter the direction of research. 
Each document from the bibliography, 
while potentially of direct use for its con-
tent, also performs the ''indirect function 
... of stimulating a reformulation of [a] 
request. " 11 In addition, each document is 
a primary source, the bibliography of 
which provides an entry for the researcher 
into the literature of the field. Because 
"the primary literature indexes itself, and 
does so with greater comprehensiveness, 
better analytics, and greater precision 
than does the secondary literature, " 12 
whether the bibliography achieves high 
recall or consists of citations precisely rele-
vant to the researcher's topic is immater-
ial. The bibliographic product of an online 
search functions as a gateway into a cita-
tion network and, thus, participates in the 
cyclical, organic process of research. 
Viewed statically or as ends in them-
selves, neither the process nor the product 
of an online search can be anything but an-
cillary to research. A logical search based 
on heuristic techniques with a high recall 
or high precision bibliographic product 
will, almost be default, result in articles or 
books through which a researcher can 
gain entry into a citation network. The 
best bibliographic product, however, the 
one which includes illogically relevant 
(pertinent) as well as logically relevant ci-
tations, will only result from a search in 
which information disseminated (through 
words in titles and descriptors) during the 
process contributes to a reformulation of 
the researcher's request. illogically rele-
vant or pertinent sources will open up ci-
tation networks of their own. This cyclical, 
organic type of search operates according 
to what Abraham Kaplan calls its own 
"logic-in-use, [an] internal logic ... 
[which,] as it germinates and develops . . 
. dictates the sources sought out at each 
stage along the way. ''13 By responding to 
the document delivery concept, the re-
searcher developing the end-user search-
ing program opened a whole new avenue 
of literature to explore. Because ''logic-in-
use" is essential to an organic, research-
related online search, Harter predicts the 
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inevitability of end-user searching. 14 
While his prediction is undeniably correct, 
the idea that online searches integral to 
the research process must operate accord-
ing to a "logic-in-use" seems related less 
to who performs a search than to how well 
a search is performed. If librarians who 
perform online searches for researchers or 
who offer online training to end-users fail 
to understand and to communicate the vi-
tal and essential implications of the cycli-
cal, organic, illogical nature of research for 
the process and products of an online 
search, they risk becoming irrelevant. 
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Teaching Microcomputer 
Literacy: New Roles 
for Academic Librarians 
Linda J. Piele, Judith Pryor, 
and Harold W. Tuckett 
While microcomputer labs and software collections are increasingly a part of college and uni-
versity libraries, most librarians are not instructing users in microcomputer literacy, despite 
the clear need of many users for such instruction. In many cases, librarians do not believe that 
it is their role to provide such instruction. This paper will contend that it is indeed their role 
and that if one views microcomputers as important tools for information retrieval and manage-
ment, librarians' role in teaching users about them is vital. By examining the experience of one 
academic library in assuming a central role in the administration of a microcomputer lab and in 
campuswide microcomputer literacy instruction, changes in librarians' professional roles are 
suggested, and the implications of such a role are examined. 
icrocomputer labs and software 
collections for the use of pa-
trons have become a feature of 
many college and university li-
braries over the past few years. In 1981, li-
braries adding such services were rare 
enough to be reported individually in the 
library press. By 1984, according to a sur-
vey reported in Library Journal, 45.7 per-
cent of the college and university libraries 
responding made microcomputers avail-
able to the public and 43.4 percent did so 
with software.1 And in a survey of ARL li-
braries taken in January 1984, twenty-four 
of eighty-five respondents reported hav-
ing microcomputer facilities for users.2 
Colleges and universities looking for lo-
cations for microcomputer labs have 
tended to view any library with available 
space as a suitable location largely due to 
such factors as central location, long 
hours, ability to provide access and con-
trol for software, and service orientation. 
Libraries, for their part, have had a wide 
range of responses to this institutional 
need, sometimes resisting, but more often 
accepting, welcoming, or actively seeking 
responsibility for these additional ser-
vices. For most, the primary rationale for 
doing so was probably to support the cur-
riculum and research by providing access 
to instructional and application software. 
But libraries have had other purposes, 
too, including collection of data available 
on floppy disk (and now CD/ROM), de-
velopment of end-user online search ser-
vices, and support for general computer 
literacy, continuing education, and fac-
ulty development.3 Additionally, a few li-
braries have had special library educa-
tional missions in mind, such as the use of 
computer-assisted-instruction software 
for library instruction. Few, however, 
have considered the specialized teaching 
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skills of instruction librarians and the im-
plications of these skills for microcom-
puter labs. (A notable exception is the 
Mann Library Microcomputer Center at 
Cornell University. )4 
A major problem faced by libraries add-
ing microcomputers is the necessity of 
coping with the lack on the part of many 
users of microcomputer training and their 
overwhelming need for assistance. Meth-
ods adopted to deal with this problem 
range from posting signs advising patrons 
to go to the computer center for assistance 
to hiring and training student assistants to 
staff the area. But many patrons are not 
comfortable learning on their own; some 
don't realize-even in 1986-that they 
don't need to know how to program to use 
a microcomputer; even if assistance is 
available, many are reluctant or uncom-
fortable in seeking it out. Thus, there is a 
strong need for various types of group 
training and instruction. 
Even with this obvious need on the part 
of users, however, academic librarians-
including instruction librarians-are not 
generally providing such instruction. Pos-
sible reasons for this situation include (in 
addition to a shortage of staff time) a lack 
of clarity on many campuses as to the unit 
responsible for providing such assistance, 
lack of microcomputer skills and/ or confi-
dence on the part of librarians, and the fact 
that many librarians simply don't think it 
is their role to teach microcomputer 
skills-it sounds too much like teaching 
computer science. 
This paper will take exception to these 
assumptions, particularly the last one. It 
will be argued that the microcomputer-
far from being seen as a programmer's 
instrument-should be seen, at least as far 
as the needs of many faculty, staff, and 
students are concerned, as an information 
retrieval and management tool, and, as 
such, something with which librarians, as 
information professionals, should be vi-
tally involved. Furthermore, the implica-
tions of this point of view and of develop-
ments in technology and tE~lecommunica­
tions will have profound implications for 
the professional roles of academic librari-
ans in the future. By examining the experi-
ence of one academic library in assuming a 
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central role in the administration of a mi-
crocomputer lab and, more importantly, 
in campuswide microcomputer literacy in-
struction, one such appropriate role will 
be suggested and the implications of such 
a professional role examined. 
In the fall of 1982, a microcomputer lab 
was made available to the users of the Li-
brary/Learning Center at the University of 
Wisconsin-Parkside. The university ad-
ministration chose this unit as the most 
suitable to house and administer a campus 
microcomputer facility because of its ser-
vice orientation and open and nonintimi-
dating atmosphere. Although it has 
grown considerably since that time, this 
site remains the sole microcomputer facil-
ity for this campus of approximately five 
thousand students. At the time it opened, 
two of the major goals of the lab were to 
support the curriculum and to provide a 
facility to promote general computer liter-
acy for the entire campus community. For 
the reasons cited above, librarians soon re-
alized that there was a strong need to offer 
general microcomputer instruction. 
To respond to these needs, two librari-
ans from the public services staff began 
regularly offering a hands-on general ori-
entation workshop to introduce students, 
faculty, and staff to the use of microcom-
puters. After the need for follow-up work-
shops on several specific applications-
word processing, file management, and 
electronic spreadsheets-became appar-
ent, workshops on each of these applica-
tions were developed and taught the fol-
lowing semester. All workshops were two 
hours in length and taught in two-person 
teams, with librarians serving alternately 
as ''presenter'' and ''troubleshooter.'' 
. After approximately one year, the seven 
reference/instruction librarians in the 
public services division reached the collec-
tive decision that they should all partici-
pate in this program of microcomputer in-
struction. All librarians had attended 
in-house hands-on workshops similar to 
the orientation workshops, and many had 
trained themselves further in the use of 
microcomputers by learning to use a par-
ticular application program to accomplish 
a library or professional task. The team 
teaching method allowed those who had 
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not yet taught worksh,ops to work initially 
with one of the more experienced work-
shop leaders. Although most librarians 
found that teaching the workshops ini-
tially required extensive preparation and 
was stressful, all were reasonably com-
fortable in this role within a few months. 
Further, most found the experience to be 
stimulating professionally and the enthu-
siasm of workshop participants gratify-
ing. As a result of the participation of a to-
tal of seven librarians as instructors, the 
library was able to offer a workshop ap-
proximately every two weeks without cre-
ating an unreasonable work load for any 
staff member and to expand its workshop 
offerings to include one on the use of bibli-
ography management software. 
During this period, as librarians in-
creased their level of computer literacy 
and awareness, they became aware that 
the objectives of the microcomputer in-
struction program should be expanded. 
The potential applications of microcom-
puters to library research tasks became 
more apparent with new information be-
coming available-in some cases 
exclusively-in machine-readable format, 
whether on floppy or optical disks or via 
telecommunications. An online catalog 
was also in the foreseeable future. Librari-
ans became convinced that instruction in 
information literacy-the skills and 
knowledge necessary to find and utilize 
needed information, regardless of its 
physical location or format6 -was an im-
portant goal of the bibliographic instruc-
tion program and that microcomputer lit-
eracy was an important subgoal. 
Librarians therefore developed a series 
of seminars directed at faculty on the use 
of microcomputers as a tool to enhance 
library-related research and teaching 
tasks. Included in the series were presen-
tations on end-user searching, manage-
ment of bibliographies and research 
notes, and presentation graphics. Unlike 
the workshop series, these seminars are 
more conceptual in nature. Relevant soft-
ware is demonstrated, but little hands-on 
experience is offered. Plans call for invit-
ing faculty and staff members from other 
campus units who have specialized micro-
computer expertise to participate as in-
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structors in future seminars. Librarians 
also experimented on a trial basis with in-
corporatmg instruction on these topics 
into the ongoing bibliographic instruction 
program. 
The workshops and seminars have been 
both well attended and well received; for-
mal evaluations, informal feedback, and 
librarians' perceptions have all been gen-
erally very positive. In terms of the spe-
cifics of designing and offering work-
shops, the hands-on instruction method 
turns out to be effective, particularly for 
novice computer users, who have one 
overriding need: to use a microcomputer 
successfully. The hands-on approach 
meets this need by minimizing theory and 
emphasizing a learning-by-doing ap-
proach. Assigning two participants to 
each microcomputer works well for orien-
tation instruction; not only do they get 
sufficient hands-on experience, but they 
are often able to assist each other, reduc-
ing both their anxiety and the amount of 
classroom time that must be devoted to 
troubleshooting. 
Hands-on workshops are, however, 
time-consuming for both students and in-
structors. Teams of at least two persons 
are essential for teaching introductory 
hands-on workshops of more than five 
participants. Trained microcomputer stu-
dent assistants serving as troubleshooters 
can be used effectively in many cases as 
the second member of the team. The time-
consuming nature of hands-on microcom-
puter instruction will require that strate-
gies and methods for integrating it into the 
existing bibliographic instruction curricu-
lum be carefully developed. Although re-
searchers using a library can profit from 
use of a number of microcomputer appli-
cations, it takes a considerable amount of 
time to teach each of these skills thor-
oughly. It has proven to be unwise to at-
tempt to have students incorporate more 
than one of these skills into the research 
process initially. A first step for many bib-
liographic instruction programs may be 
simply to incorporate information on 
library-owned software programs appro-
priate to library research-related tasks into 
classroom presentations for · upper-
division and graduate students. 
Unlike the hands-on workshops, the 
seminars have assumed a basic level of fa-
miliarity with the use of microcomputers 
on the part of those attending. This format 
has turned out to be well suited to meeting 
the need simply to make patrons aware of 
software suitable for particular purposes 
and how it might best be used. A signifi-
cant outcome of the seminars is that they 
have increased opportunities for librari-
ans to act as consultants; as a result of the 
seminars librarians have often been called 
upon by teaching faculty seeking advice 
on accessing online search services and 
managing reprint files. In general, teach-
ing skills and experience gained previ-
ously by librarians active in bibliographic 
instruction programs have been helpful 
and relevant to the task of developing and 
teaching microcomputer workshops and 
seminars. 
There have been a number of specific 
benefits at UW-Parkside resulting from 
the new role of academic librarians as in-
structors and consultants in microcom-
puter literacy and applications. Many pa-
trons who might otherwise never have 
· utilized microcomputers have become en-
thusiastic beneficiaries of the productivity 
potential inherent in microcomputer ap-
plications. Faculty, in particular, have 
been prepared to introduce their students 
to discipline-specific applications of mi-
crocomputers, which otherwise might 
have been ignored. Further, the emerging 
role of librarians as technologically adept 
professionals with expertise in the latest 
technology has enhanced the image of li-
brarians in the eyes of a number of faculty 
and administrators. Finally, the expertise 
gained by librarians in the use of micro-
computer applications has paid off in 
gains in operational efficiency, as the li-
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brary staff has increasingly utilized micros 
for a variety of in-house applications. 
Ljbrarians have traditionally been the 
interface between patrons and informa-
tion, possessing an understanding of the 
way information is organized while at the 
same time being able to work well with 
people. This fundamental role remains 
the same, even with the new technology, 
but the skills needed by librarians, re-
searchers, and students will change. As 
more sources of information become avail-
able via computer, librarians must assume 
leadership roles in working with users to 
insure their ability to access, evaluate, or-
ganize, and manipulate this information. 7 
Librarians can play a significant role in 
promoting general computer literacy on 
their campuses, and they must play a cen-
tral role in promoting information literacy. 
The microcomputer is an important infor-
mation retrieval and management tool, 
and librarians have an obligation to help 
users utilize it for research and informa-
tion purposes. Further, as patrons in-
creasingly use microcomputers to access 
information from remote locations, librari-
ans' roles will be more concerned with 
consulting with and teaching users about 
the new technology than with the direct 
provision of information. Librarians, 
more than perhaps any other group on 
campus, are attuned to working with peo-
ple to access and manage information. 
Teaching faculty are facing up to the ne-
cessity of integrating microcomputers into 
the curricula of their specific disciplines; 
librarians should do the same with the bib-
liographic instruction curriculum. The as-
sumption ·of a proactive and dynamic role 
by librarians will help them to play central 
roles in the technological future of the uni-
versity. 
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Conservation, Preservation, 
and Digitization 
Clifford A. Lynch and Edwin B. Brownrigg 
Considerable attention has been focused recently on the problems of conservation and preserva-
tion of library materials. Particularly daunting are the scale of the problems and the enormous 
ongoing investment that will be required to address them. Currently proposed approaches in-
clude extensive microfilming of material, deacidification, and other repair measures. It is pro-
posed that digital technologies be used to accomplish simultaneously the aims of conservation 
and improved access to materials. Various technologies are reviewed. Such an approach to con-
servation would form a natural extension to the current growth of electronic publishing, online 
catalogs, and online databases of journal abstracts. Furthermore, it would provide the greatest 
return for the massive investment that will be needed to save our deteriorating collections. 
onservation and preservation 
present serious problems for 
the library community today. 
However, these problems are 
generally considered in isolation, without 
much reference to major trends in the de-
velopment of library service or to the im-
pact of library automation, widespread ac-
cess to computers, and telecommunnica-
tions on both the nature and delivery of li-
brary service. In fact, conservation and 
preservation issues are often the province 
of people in the library who have been 
least affected by developments in technol-
ogy and library automation: archivists, 
collection management specialists, etc. 
These people have always dealt with 
books as artifacts, and historically their 
concern has been the preservation and 
management of the printed word. This 
orientation is clearly reflected in classic 
works on conservation and preservation, 
such as the book by Cunha and Cunha en-
titled Conservation of Library Materials. 1 
Thus, the approach to conservation and 
preservation has been to try to save what 
exists-where possible, to save the physi-
cal artifacts themselves, and where this is 
not possible, to create and save surrogates 
for the physical artifacts in the tangible 
form of microfiche. Up to a point these ef-
forts obviously have been worthwhile: a 
beautifully produced book is a thing 
worth saving in its own right, and books 
as artifacts have considerable historical in-
terest. 
However, the nature of library services 
is changing. In times past, the library has 
been a repository for artifacts of the 
printed word. Today, it is taking on a 
more dynamic role as both a repository . 
and a distributor of information (as distinct 
from artifacts). 2 This transformation raises 
some difficult questions about the wisdom 
of current approaches to conservation and 
preservation. 
THE ACCESS REVOLUTION 
The advent of the online catalog has 
made it possible to provide remote access 
to the bibliographic holdings of libraries 
from computer terminals. This permits 
the identification of materials of interest 
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from. a patron's home or office and pro-
vides a superior means of searching the li-
brary's holdings. 
In spite of their advantages, however, 
online catalogs still have limitations. In 
general, they contain only monographs, 
providing little access to journal literature, 
which is critical, for example, in scientific 
research. Automated access to the latter is 
offered today by systems such as DIA-
LOG and BRS, although the user inter-
faces for these systems are so complicated 
that use is largely limited to trained 
searchers or inveterate computer users. 
Fortunately these two sources of informa-
tion should converge over the next few 
years, providing the end user with the 
ability to readily identify journal literature 
of interest. 
From the user's point of view, an even 
more serious limitation is that online cata-
logs can only provide references to infor-
mation, not the information itself. Thus, 
online catalogs simply form the backbone 
for far more extensive electronic publish-
ing and document delivery systems to 
come. They deal with identification of ma-
terial; the next challenge is to deliver the 
material electronically to the end user. 
Meeting this challenge requires complex 
technologies in the areas of telecommuni-
cations, computing, and electronic imag-
ing. 3.4 For any activity that affects a li-
brary's collections, such as conversion to 
microfilm to save space, acquisition of 
new materials, preservation and conser-
vation, or migration of little-used material 
to dense storage, the library must look 
ahead to the new world of information de-
livery and begin the lengthy and costly 
conversion of collections to a form amena-
ble to such delivery. 
CURRENT APPROACHES TO 
CONSERVATION AND 
PRESERVATION 
The current strategies for conservation 
and preservation of library materials in-
clude restoration, bulk deacidification, re-
pair, and microfilming.5 
For rare and valuable works of great sig-
nificance, elaborate restoration and repair 
techniques have been developed. These 
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techniques have been used to wonderful 
effect on illuminated manuscripts, early 
books, and the like. Only a relatively small 
number of threatened works justify such 
treatment, as is consistent with the han-
dling of works of art in museums. 
For books that are rotting because of the 
use of acid paper, various mass· deacidifi-
cation schemes have been proposed. Ex-
perience with these techniques is limited, 
however. If they work and if they prove to 
be cost-effective, they will preserve the _ 
status quo for the books that are treated. 
Many books are in disrepair due to hard 
use or deterioration of their bindings. In 
some such cases, rebinding the work gives 
it a new lease on life, and, when this is 
cost-effective, it also preserves the status 
quo. 
Books that are extremely fragile are be-
ing microfilmed page by page. These mi-
crofilms are then copied, and the master 
copies are stored in central, environmen-
tally controlled repositories while copies 
replace the damaged book on the shelf. 
Although the contents of such books are 
preserved, access is greatly reduced. In 
general, it is impractical to circulate micro-
film, and microfilm is almost universally 
loathed by library patrons, who have 
demonstrated that they will go to almost 
any lengths to avoid using it. Finally, mi-
crofilm is expensive to copy, which in-
hibits resource sharing, and it does not 
hold up well under heavy use. 
In no case is the end product of these 
strategies converted to a form more hospi-
table to delivery over telecommunications 
media. Leaving aside rare works (the 
works of art), deacidification and rebind-
ing leave the patron neither better nor 
worse off. However, microfilming greatly 
reduces access to the microfilmed mate-
rial, and the patron is far worse off. 
DIGITIZATION FOR 
CONSERVATION AND 
PRESERVATION 
Capture of a work in digital images is an 
attractive alternative to microfilming. 
Since in both cases .a book has to be 
scanned page by page, the predominant 
cost will be labor. Any extra expense of 
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digitizing is marginal and is far out-
weighed by the value of the end product. 
Moreover, digital scanners and image 
storage devices are dropping rapidly in 
price. 
Depending on how the economics and 
effectiveness of rebinding and deacidifica-
tion turn out, digitization may prove to be 
an alternative to these strategies as well. 
In the next section, in fact, we argue that 
even if digitization costs more than de-
acidification it is still worth considering 
since it represents an investment in the fu-
ture and prospectively protects the work. 
In the case of works of art, where the cost 
of preservation is a secondary issue, digiti-
zation may provide an attractive supple-
mentary activity since access to the work 
can then be provided through the digital 
copy without any further threat to the 
original artifact. Thus, digitization could 
provide wide access to rare books that to-
day are protected from use by any but the 
most serious and trustworthy scholars. 
Consider the following attributes of dig-
ital images: 
• They do not deteriorate with use. In 
fact, each use of a stored digital image 
causes the data to be read, validated, 
and corrected via error-correcting 
codes, thus permitting early detection 
and automatic correction of any deterio-
ration in the storage media. 
• They can be copied quickly and at virtu-
ally no cost. Any kind of digital infor-
mation can be duplicated endlessly 
with no loss in quality, without human 
intervention, and at high speed and low 
cost. Although legal questions in re-
gards to copyright must also be consid-
ered, 6 they are often irrelevant for older 
works that are being preserved since 
the copyright has expired. 
• Copies can be transmitted over a net-
work at high speed and low cost. This 
attribute makes archives of digitized 
works possible; they can be duplicated 
and sent across the country to the re-
quester via automated systems in a mat-
ter of minutes, or perhaps a few hours if 
the system is busy. Consequently, re-
source sharing becomes more practical, 
and it is not necessary for each library to 
retain copies of the microfilm for each 
work or to call for copies of these to be 
shipped (perhaps weeks later) from a 
central clearinghouse. 
• Digital data are much less vulnerable to 
disaster and environmental threats. 
Digital information, especially on opti-
cal disks, does not deteriorate rapidly. 
When deterioriation occurs, the infor-
mation can be copied easily. Since digi-
tal information is easy to copy, it is feasi-
ble to store copies at several geographi-
cally diverse repositories, removing the 
threat that a natural disaster will de-
stroy the only available copy. 
Thus, digital images solve not only the 
immediate conservation and preservation 
problem but also the problem in the long-
term. In addition, they are easier to use, 
deliver, and share. 
ECONOMIC AND 
POLICY QUESTIONS 
Given then, that digitization is a desir-
able objective, the following economic 
and policy questions have to be ad-
dressed. 
• What books are valuable as artifacts and 
thus require the kind of treatment ac-
corded works of art? 
We would argue that the answer to this 
question is to preserve liberally. Books 
as artifacts have considerable value, and 
wholesale elimination of examples of 
publishing from certain presses, coun-
tries, or historical periods would be a 
tragic loss. 
• How should material from a collec-
tion be selected for digitization? 
We might decide to digitize a book for 
one of three reasons: (1) Because it is 
disintegrating and needs to be copied. 
In this case we must act to preserve the 
work, and, if the cost of digitization is 
competitive with other techniques 
(such as microfilming), it should be 
used. In cases in which digitization is 
more costly than other approaches, 
such as deacidification or rebinding, we 
must decide if the extra benefits of di-
gitization justify the extra costs; (2) be-
cause it is rare or delicate and, although 
not in immediate danger, we want to 
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protect the book prospectively and per-
mit its contents to be widely used; and 
(3) because it is often requested and we 
want it in a form appropriate for digital 
delivery via a network. Note that this 
has nothing to do with conservation 
and preservation. In fact, the parts of a 
collection that are most endangered to-
day probably receive relatively light use 
overall. 
Balancing the importance of these 
three criteria for digitization, particu-
larly in the face of widespread deteriora-
tion of the collection and insufficient 
funding, is difficult. To a certain extent, 
this amounts to finding a balance be-
tween funding priorities for preserva-
tion and access. 
In addition to these policy questions, 
there are a variety of more technical and 
operational issues that must be ad-
dressed. One such issue is the develop-
ment of appropriate standards for the 
storage and transfer of images. Some of 
the standards under development for 
Group IV digital facsimile devices will be 
applicable here, as will some of the stan-
dards being developed for optical disk 
storage (particularly since optical disks are 
the natural storage medium for digital im-
ages). Other issues that must be ad-
dressed include the creation of links be-
tween bibliographic records and digital 
images of a book, research in appropriate 
technology for displays and user inter-
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faces to integrate the online catalog with 
document delivery, and the development 
of a repository system for digitized mate-
rial to encourage resource sharing and 
eliminate duplication of effort on a na-
tional basis. In addition, effective use of 
digital images will require the installation 
of low-cost, broad-band telecommunica-
tions networks. Packet switching and sat-
ellite technology are ideal for these pur-
poses. 
CONCLUSIONS 
Conservation and preservation will de-
mand substantial sums of money during 
the remainder of the century if library col-
lections in America are to be saved. At the 
same time, the library in the year 2000 will 
be radically different than the library of 
1960. This transformation, which is well 
under way, has been costly since it has re-
quired the introduction of a massive 
amount of computer and telecommunica-
tions technology into the library-and the 
change is far from complete. 
Saving the collections and revolutioniz-
ing access to them can be treated as inde-
pendent problems competing for funds. 
In our view, this would be a major error 
since these two apparently disparate 
problems are in fact closely related. Con-
servation and preservation can become an 
investment in an increasingly obsolete sta-
tus quo or it can become an investment to-
ward the future. 
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Research Notes 
Library of Congress Staff 
Test Optical Disk System 
Victoria Ann Reich and Melissa Ann Betcher 
The Library of Congress has four optical disk 
reader stations that allow patrons to view and 
print document images at a resolution of 150 by 
300 lines per inch. This phase of the evaluation 
project involved the staff during the implemen-
tation of this technology. It measured satisfac-
tion with training, documentation, equip-
ment, and printing; system reliability; and 
materials to be scanned. Staff found no major 
flaws with the system and saw its usefulness 
primarily as an access tool. Some problems 
were experienced viewing nontextual materi-
als, and care in choosing materials for inclusion 
onto the system is recommended. 
BACKGROUND 
The future provides many challenges to 
the library and business worlds. In a soci-
ety that generates masses of paper and de-
mands quick and easy access to informa-
tion, new options must be realized. 
Optical disk technology is one method be-
ing explored by a variety of institutions. 
The promises held out by optical disk 
technology are just now being realized: 
the ability to store large quantities of infor-
mation in a compact space, the nearly in-
stantaneous retrieval and display of infor-
mation, the prospects for telecommunica-
tion, and the preservation of the original 
item when desired by diminishing the 
need for physical handling. For the library 
world, the Library of Congress' Optical 
Disk Print Pilot Program is on the leading 
edge of experimentation with this new 
technology. The pilot program, begun in 
late 1982, is a four-year program designed 
to assess the applicability of digital optical 
disk technology to library services and 
preservation. The Library of Congress em-
barked on this project as a means of pre-
serving and providing rapid access to a va-
riety of collections of high-use and rare 
and previously unavailable materials. 
Much of the library's equipment and 
software has been specially prepared un-
der contract to Sony Corporation of Amer-
ica and to a California firm called Inte-
grated Automation. Two systems are in 
use: a videodisc system using off-the-shelf 
Sony videodisc equipment and an optical 
digital disk system using twelve-inch 
disks, with a target capacity of ten thou-
sand to fifteen thousand pages per side of 
a disk. In the digital system, approxi-
mately eight million bits are scanned and 
captured to represent one page. Selected 
journal article cited in BIBL, one of the li-
brary's online bibliographic files, are 
available on the optical disk system. Pa-
Victoria Ann Reich is head of acquisitions at the National Agricultural Library, Beltsville, Maryland 20705, 
and Melissa Ann Betcher is planning assistant at the Office of Planning and Development, Library of Congress, 
Washington, D. C. 20540. No copyright is claimed on this artcile, which the authors wrote as part of their official 
duties as employees of the U.S. government. 
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trons may ,search the BlliL file by author, 
title, or subject. When the citations from a 
particular search are displayed, those hav-
ing the text available online are noted. If 
the text is available, the reader can then 
call up images of the document on a black-
and-white high resolution screen. The res-
olution is 150 by 300 lines per inch, dis-
playing each image with approximately 
4.7 million bits which, by using an "or-
dered dithering" process, approximates 
grey scale. 
Reader stations for the digital system are 
located in four of the library's reading 
rooms: Law, Main, Newspaper and Cur-
rent Periodical, and Science. A fifth sta-
tion is in the Congressional Research Ser-
vice (CRS). Users have the option of 
reading the document on the terminal or 
printing it. The Newspaper and Current 
Periodical reading room has a Xerox 2700 
laser "convenience" printer, permitting 
the printing of the displayed page. Pa-
trons in all stations can command a laser 
printer Xerox 5700 centrally located in the 
computer center. The resolution of the 
two printers is identical, and printer reso-
lution exceeds that of the terminal since it 
prints three hundred lines per inch both 
vertically and horizontally. 
The videodisc systems are not con-
nected to the library's online systems but 
instead are "stand alone." These systems 
are available in the Prints and Photo-
graphs Reading Room and the Motion Pic-
ture, Broadcasting, and Recorded Sound 
Reading Room. The video images are es-
sentially television images with the same 
low resolution as broadcast television. 
Consequently, they are not suitable for 
printed text but are satisfactory for photo-
graphs. They are in color and in black-
and-white, and the user can either photo-
graph the screen or print out a 
black-and-white image if a copy is needed. 
OBJECTIVES 
A significant portion of the pilot pro-
gram will be the evaluation process. For 
the digital system, data transaction tapes 
containing data captured at each terminal 
session will be analyzed, a~ interviews 
will be conducted with patrons. The first 
phase of the evaluation process is a test of 
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the system using reference staff who will 
be assisting patrons when the system is re-
leased to the public. 
The goals of the staff evaluation phase 
are to involve a wide representation of Li-
brary of Congress personnel during the 
implementation of this new technology 
and to collect data on the following: satis-
faction with tr!:lining, documentation, 
equipment, printing, and system reliabil-
ity; materials to be scanned; and general 
satisfaction. 
METHODOLOGY 
In order to meet these objectives, staff 
opinions on the system were solicited 
through both voluntary and formal meth-
ods. Following installation of the optical 
disk terminals in late March 1985, each 
staff member received approximately a 
half hour of individual training. At that 
time logs were placed near the terminals, 
and a message center phone was insti-
tuted. During March and April, informal 
opinions of the staff were collected as they 
began to use the system. When staff mem-
bers signed onto the system, they were 
asked to note the time and date on the log 
as well as any impressions of the system. 
In May, the staff participated in a more 
formal evaluation of the system by com-
pleting three questionnaires. The ques-
tionnaires, entitled "Training and Docu-
mentation,'' ''Equipment and Software,'' 
and ''Printing,'' were designed to address 
the objectives of the pilot program. Each 
questionnaire included a log. People were 
asked each time they accessed the optical 
disk system to note the system's status. 
The questionnaires were pretested, re-
vised, and distributed to all professional 
staff from the Science and Newspaper and 
Current Periodical reading rooms. All 
staff from the Main Reading Room, Te-
lephone/ Correspondence/Bibliography, 
and Automation and Reference Collection 
Sections of the General Reading Rooms 
Division were also queried. Staff in the 
CRS participated voluntarily. System 
trainers in the reading rooms distributed 
and collected the surveys. Respondents' 
identities were anonymous to the evalua-
tion team. The distribution and return 
rates for the questionnaires are given in ta-
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TABLE 1 
QUESTIONNAIRE DISTRIBUTION AND RETURN RATES 
Distributed Training & Dotumenta-
lion Equipment & Software Returne~rin~~eturned De£artment (Each Survel) Returned % Returned Returned % Returned 
Main Readidf Room 25 25 100% 25 100% 24 96% 
Science Rea ng Room 20 18 90% 18 90% 18 90% 
Newspdter an Current 
Perio teal Reading Room 17 17 100% 17 100% 17 100% 
Total 62 60 97% 60 97% 59 95% 
Congressional Research 
Service* 20 9 45% 6 30% 4 20% 
*Staff in CRS participated voluntarily. Consequently, the totals for this table are given separately, and CRS results are not included in 
other tabulations. 
ble 1. As a follow-up, interview sessions 
were held to allow staff to express their 
views directly to the evaluation team. In-
terview participation was voluntary, with 
18 percent attending. 
RESULTS 
All of the questionnaires and test prints 
were analyzed by the authors. Many an-
swers gave new insight into perceived and 
actual drawbacks to the optical disk sys-
tem itself or to its current environment 
and in the library. Ninety-two percent of 
the staff was pleased with their optical 
disk training. Of those desiring more in-
struction, there was an even split between 
those interested in specific optical disk 
manipulation and those needed assist-
ance in using the retrieval software. A half 
hour of individual training appears to be 
the minimum time needed to integrate a 
new system into the work flow. More than 
half of the respondents felt that the pub-
lic's previous knowledge of Library of 
Congress databases would affect how suc-
cessfully they could conduct a search on 
the optical disk system. When comparing 
the manual and the online instructions, 
eight out of fifteen respondents who vol-
unteered comments said that a hard copy 
version is more useful, particularly for the 
naive user. 
At this point there has been no experi-
ence reading text from the screen for long 
periods of time. Sixty percent of the re-
spondents have only read text from the 
screen for one to five minutes, with an-
other 32 percent reading from for six to fif-
teen minutes (see table 2). However, 
when asked how long they felt it would be 
possible to read comfortably from the 
screen a wide range of answers was re-
ceived. A small percentage appeared at 
each end of the range (15 percent for one 
to five minutes and 13 percent for more 
than sixty minutes), with a more even 
spread in the middle range (34 percent for 
six to fifteen minutes and 30 percent for 
sixteen to thirty minutes). However, with 
79 percent of respondents believing that 
thirty minutes is the maximum amount 
one can comfortably read from the screen, 
it becomes apparent that the librarians 
perceive the optical disk primarily as an 
access tool. 
Of those people citing problems while 
reading from the screen, 57 percent en-
countered difficulties with text, and 56 
percent had trouble with graphic images. 
Four people complained of lines through 
TABLE2 
READING TEXT FROM THE SCREEN 
Time Period Longest Time Longest Time 
(Min .) Actually 
Used* Possible to Use+ 
N 48 47 
1-5 60% 15% 
6-15 32% 34% 
16-30 8% 30% 
31-60 0 8% 
More 
than 60 0 13% 
*What is the longest approximate time you have read text 
from the screen? 
+How long do you think you would be able to read text 
comfortably from the screen? 
the text, and three stated there was a loss 
of print or black sections on the screen (ta-
ble 3). Another four staff members sug-
gested that the screen be tiltable in order 
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TABLE3 
PROBLEMS READING FROM THE SCREEN 
Text* Graphicst 
No o/o No o/o 
Respondents citing no problems 20 43 20 44 
Res~ondents citing one or more problems 26 57 25 56 
otal 46 100 45 100 
Problems Citiedt. 26 25 
Screen flickers 38 16 
Surface glare 46 32 
Blurry image 27 28 
Images too bright 23 
Ima~es too dim 4 
Una le to read small print 35 
Fine detail missing 44 
Need color to interpret display 24 
Halftones indistinct 40 
Other 42 8 
*Have you encountered problems while trying to read text from the image screen? 
tHave you encountered problems while looking at graphic or picture images? 
+Respondents saying they had difficulties were asked to check all appropriate items. 
to eliminate some of the difficulties in 
reading. A tilting screen might have as-
sisted those respondents who felt that the 
angle and glare on the screen contributed 
to the difficulties in reading small print. 
Glare was cited as the primary difficulty 
by 46 percent of those responding that 
they experienced problems. Staff had dif-
ficulties with viewing color images, with 
40 percent of those answering stating that 
the half-tones were insufficient to repre-
sent the colors, thus making interpreta-
tion difficult. Print size and the lack of a 
zoom feature caused difficulties with both 
text and pictorial materials, with 35 per-
cent saying they were unable to read fine 
print and 44 percent saying fine detail was 
missing in pictures or graphs. 
Similar comments were received on 
questions dealing with print resolution 
(see table 4). Although 68 percent were 
satisfied with the overall quality of the 
printed copy, 42 percent still felt that fine 
details were illegible. Those items that 
tended to be illegible included bar graphs, 
some photographs, characters on multi-
color images, and fine details such as cur-
sive writing on old documents. As a 
means of testing printer reliability, ''test'' 
printers of a specified article were ordered 
by respondents and sent to the evaluation 
team. Twenty-nine prints were received, 
and their clarity, darkness, and legibility 
· were identical. The print resolution was 
equal to or better than the screen resolu-
tion. It should be noted, however, that the 
article was straight text. In another part of 
the evaluation, staff were asked to send 
the evaluation team an offline print of 
their choosing. Twenty-seven were re-
ceived. Staff cited several problems with . 
the clarity and resolution of these images, 
although printer and screen resolution 
were supposedly identical. The evalua-
tion team compared the prints with the 
images on the screen and discovered that 
print and screen images were indeed iden-
tical and that those items identified as be-
ing illegible in the print were also hard to 
discern on the screen. Variations noted in 
copy contrast could be attributed to the 
mechanics of the photocopy machines. 
Staff members in the Newspaper and 
Current Periodical Reading Room were 
also asked to comment on the conve-
nience printer. Percentages on overall 
quality and fine detail legibility were com-
parable for convenience printing and off- · 
line printing. Staff often stated a prefer-
ence for one type of print over the other. 
Impressions about which copy was of bet-
ter quality varied. Since the printers are 
identical, except for speed, these com-
ments raised new questions for the re-
searchers. The evaluation team tested this 
by printing five articles offline and, at the 
same time, doing a convenience copy. A 
comparison revealed that print resolution 
was identical. However, those items 
printed offline have a darker copy con-
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TABLE4 
PRINTER RESOLUTION 
Satisfied with overall quality* 
Yes 
No 
Reasons for dissatisfaction+ 
Text blurred 
Black lines 
Too dark 
Too light 
Too cfi.opped off 
Bottom cfi.opped off 
Poor contrast 
Other 
Fine details legiblet. 
Yes 
No 
Not applicable 
Copies legible§ 
Yes 
No 
Comparison with screen imagell 
More legible 
Less legible 
Same 
* Are you satisfied with the overall quality of the image? 
Offline 
No 
35 
24 
11 
11 
36 
Convenience 
% No % 
13 
69 9 69 
31 4 31 
4 
27 75 
45 25 
18 0 
9 25 
45 0 
18 0 
73 0 
18 0 
12 
53 58 
42 42 
5 0 
13 
92 
8 
11 
18 
18 
64 
t Respondents saying they were dissatisfied were asked to check all appropriate items. 
t To the best of your knowledge, are the fine details legible? 
§ In your experience are the copies made by the convenience printer legible? 
n How does the printout compare to the image on the screen? 
trast, making some details more legible 
and others less so than the convenience 
copies. This could explain staff percep-
tions of a difference in the quality of 
prints. 
DISCUSSION 
An essential part of the evaluation was 
to test the system's reliability, an aspect 
attempted through the logs located by the 
terminals and those in the questionnaires. 
Logs from March and April indicate that 
half of the recorded attempts to access the 
system were successful. Figure 1 shows 
the data recorded in May as people ap-
proached the system to complete their 
questionnaires. This data includes infor-
mation from the Congressional Research 
Service not included elsewhere. During 
the twenty days of testing in May, 111 at-
tempts were made to access the system. 
These data are hard to substantiate since 
the system is a series of complicated com-
ponents interrelated with other library 
equipment and software. If any one com-
ponent is not available, the patron caimot 
access the optical disk system and can 
only guess which component is not avail-
able. Use of both the terminal and the 
questionnaire logs was sporadic, and any 
findings are inconclusive. Scheduled 
stress tests and data from the question-
naire logs indicate that the system works 
well when multiple users (up to five, the 
current maximum) are signed on. Engi-
neers in the Automated Systems Office, 
responsible for system maintenance, esti-
mate that the system's availability is com-
parable to that of other online systems. 
A further part of the pilot project is to 
help the library determine how to use the 
optical disk technology optimally. Staff 
felt that the optical disk was not suited for 
high-use current periodicals unless many 
more terminals were installed (twenty in 
the Newspaper and Current Periodical 
Reading Room, for example). One alterna-
tive was to scan specialized high-use items 
such as the Physicians Desk Reference and 
other items that are hard to control, such 
390 
NO. OF 
ATTEMPTS 
16 
14 
12 
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Optical Disk System down 
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TIME 
FIGURE 1 
System Reliability-May (Total Number of Attempts = 111) 
as the Congressional Record. 
Staff did not uncover any major flaws in 
the technology, and their feedback gave 
the library useful information on how to 
change the environment to enhance use of 
the technology. A large percentage of peo-
ple experienced problems viewing docu-
ments on the screen. The causes of these 
difficulties are often unclear, although dif-
ficulties usually concerned graphic or pic-
torial materials, not straight text. Some of 
these problems may be alleviated by alter-
ing the work station, as by installing tilt-
able screens. Further, staff offered many 
specific suggestions for improving the 
printed and online documentation. 
Until the technology can affordably pro-
vide color or enlargement of details on the 
screen, the library may wish to use discre-
tion in choosing color or small print mate-
rials for scanning. The problems experi-
enced with printer quality may also be 
alleviated somewhat by judicious choice 
of materials to be scanned. Current proce-
dures require that users of the remote 
print facility receive printouts the next 
day. The impact of this limitation will be 
strongly affected by the materials chosen 
for inclusion on the disk-for example, are 
copies available more quickly elsewhere in 
the library? The staff's opinions about 
good candidates for inclusion were mate-
rials that are hard to obtain elsewhere in 
the library. This would include specialized 
and hard to control items (mentioned pre-
viously) as well as items locked up for 
their own protection (such as the comic 
book collection and the pulp fiction collec-
tion), pamphlets, association newsletters, 
and foreign language technical materials, 
among others. Staff members look for-
ward to the time, not too far from now, 
when Library of Congress patrons can sit 
at a terminal and search and access the li-
brary's resources easily. 
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The Effect of Service A ware ness 
on Survey Response 
Ruth A. Page II and Edward J. Lusk 
The authors had examined the relative effect of 
university or library sponsorship in a 1984 sur-
vey of computer utilization of Wharton School 
M.B.A. 'sand faculty. In the intervening year, 
many new services have been offered to the 
M.B.A.'s. The survey was redistributed. The 
response rate to the library was significantly 
higher for students who had used the new ser-
vices than for those who had not. This result 
suggests that the interaction of sponsorship 
and the respondent group, not sponsorship it-
self, is the critical variable. A possible sex bias 
between the male professor and female librarian 
was found not to be significant. 
In 1984 the authors conducted a survey 
of students and faculty of the Wharton 
School to determine the extent to which 
personal computers were used for online 
searching. In developing the survey, 
sponsorship became an issue. Previous re-
search on sponsorship suggested that if 
there is a perceived prestige difference be-
tween sponsoring groups, there may be a 
significant difference in the response 
rates. In general, the more prestigious 
sponsor elicits the higher response rate. 
Sponsorship as a factor affecting ques-
tionnaire return rate has been examined in 
numerous studies in the literature. Doob 
and Peterson both found that university 
sponsorship increased response rate over 
business firm sponsorship by 10 and 13 
percent, respectively . 1' 2 Peterson sug-
gested that sponsorship was the domi-
nant factor influencing returns. 3 Jones and 
Linda also found that university sponsor-
ship significantly increased response 
rates.4 Several other studies are cited by 
W. Jack Duncan in his review article.5 Fur-
ther, Jones, based on previous studies by 
Scott and by Sudman and Ferber, sug-
Ruth A. Pagell is head of public services at the Lippincott Library of the Wharton School, University of Pennsyl-
vania, Philadelphia, Pennsylvania 19104. She is also an associate professor at Drexel College of Information Stud-
ies and instructor of decision sciences at Wharton. Edward J. Lusk is associate professor at the Wharton School, 
University of Pennsylvania, Philadelphia, Pennsylvania 19104, and director of biostatistics for the Cancer Cen-
ter, Hospital of the University of Pennsylvania. 
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gested that sponsorship mar. interact with 
population characteristics. 6' '8 
Sponsorship of library-related question-
naires was examined by Nitecki, who 
found no difference among a prestigious 
sponsorship (the ALA), a moderately 
prestigious sponsorship (a library), and 
the least prestigious sponsorship (a grad-
uate student).9 The effects of sponsorship 
on the response rate to a library question-
naire were also examined by Pagell and 
Lusk. 10 To ascertain whether a prestige 
factor existed between the library and the 
faculty as sponsoring groups, the authors 
sent intramural mail questionnaires with 
return addresses that were distributed 
randomly between the faculty member as 
a sponsor and a member of the library as a 
sponsor. It was determined that sponsor-
ship by faculty produced a significantly 
higher response rate for M.B.A.'s than 
sponsorship by the library. The inference 
drawn from this study was that the faculty 
sponsor was perceived as more presti-
gious than the library sponsor. There was 
no statistically significant effect for the fac-
ulty regarding their response rate. 
Since the 1984 survey, there have been 
major changes in the environment of the 
library. These changes have resulted from 
the introduction of various technologies 
that are available to the M.B.A. students. 
The most prominent of these are free end-
user searching and distributed databases 
(Halperin and Pagell). 11 
The purpose of this paper is to report the 
results of the investigation of the relation-
ship of a change in the service configura-
tion of the library on the questionnaire re-
sponse rate. Consider now the experi-
mental design. 
EXPERIMENTAL DESIGN 
Because of the focused nature of the re-
search, the 1984 survey instrument was 
redistributed. However, after reviewing 
the 1984 survey results, the authors felt it 
. was necessary to control for possible sex 
bias. It was suggested to the authors that 
the male professor-female librarian spon-
sorship of the 1984 survey may have con-
founded the results. For this reason, the 
questionnaires were sent to all M.B.A.'s 
(n = 1,400) and faculty (n = 250), experi-
mentally arranged as follows: 
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• 25 percent of the questionnaires were to 
be returned to a faculty address in. the 
Wharton School, using the name of the 
female researcher, with the title associ-
ate professor. 
• 25 percent of the questionnaires were to 
be returned to a faculty address in the 
Wharton School, using the name of the 
male researcher, with the title associate 
professor. 
• 25 percent of the questionnaires were to 
be returned to the library, using the 
name of the female researcher. 
• 25 percent of the questionnaires were to 
be returned to the library, using the 
name of the male researcher. 
Use of the free end-user search service is 
the parameter chosen to measure aware-
ness of the new service configuration. 
The research hypotheses were: 
• H1: The effect of the change in service 
configuration will manifest itself in a 
change in the pattern of questionnaire 
responses. 
For the students who had not utilized 
the new services in the library during the 
year, the same results as 1984 are ex-
pected; i.e., more questionnaires will be 
returned to faculty than the library. It is 
also expected that the response pattern for 
students who are aware of the new service 
configuration of the library will differ from 
the response pattern of the students who 
are not aware of the new services. The as-
sumed direction of this effect will be that 
more questionnaires will be returned to 
the library than to the faculty. 
The change in library services available 
to the faculty was not of the same magni-
tude as the services available to the 
M.B.A. students. Therefore, the hypothe-
sis regarding faculty responses was: 
• H2: The pattern of responses for the fac-
ulty in the current survey will not differ 
from the previous survey. 
In the 1984 survey, faculty returned 
twenty-six questionnaires to the library 
and thirty to faculty. This difference was 
not significant: p < .1. 
As mentioned previously, another con-
sideration in the 1985 study is the poten-
tial for sex bias between the authors. 
Therefore, the third hypothesis tested 
was: 
• H3: There will be no difference in return 
rate for students based on the sex of the 
addressee. 
As in the 1984 survey, .the question-
naires were distributed one week before 
spring break. 
RESULTS 
For the 1985 survey, 243 students re-
turned questionnaires. The response rate 
of about 20 percent was similar to that of 
the 1984 survey. A breakdown of returns 
by addressee is presented in table 1. No ar-
rangement of returns was significant at 
p<.1. Therefore H3 is supported by the 
data. For this reason, sex is not considered 
a factor in the analysis of the principle re-
TABLE 1 
DISTRIBUTION OF STUDENT 
RETURNS BY TYPE OF ADDRESSEE 
Addressee Fre9uen9: Percent 
Female associate professor 63 25.9 
Female librarian 63 25.9 
Male associate professor 63 25.9 
Male librarian 54 22.2 
243 100.0 
search hypothesis. 
Also, the sex of the respondent was not 
a factor. The proportion of male to female 
respondents was similar to the proportion 
of male to female M.B.A. students. There 
was no difference .in return rate between 
male researcher/male respondent or fe-
male researcher/female respondent. 
An examination of student respondents 
based on whether they had searched at 
the library is presented in table 2. Based 
upon a chi-square test, the pattern of re-
sponses · is different between the 
"searched" and "not searched" groups, 
TABLE2 
DISTRIBUTION OF STUDENT 
RETURNSBYSEARCHEXPOSURE 
Addressee 
Librarian 
Professor 
Searched 
79 
69 
148 
p< .05. This supports H1. 
Not Searched 
36 
57 
93 
In addition, the pattern of responses 
from students who had not searched was 
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not different between the 1984 and the 
current survey, p< .1; i.e., more question-
naires were returned to faculty than to the 
library. Also, 83 percent of the students 
who had searched indicated that they 
were satisfied with the searching service 
provided by the library. Most of the com-
ments from those not satisfied had to do 
with dissatisfaction with the time limita-
tions placed upon student searching. 
A similar arrangement of experimental 
blocks was used for faculty. There were no 
significant differences in response rate by 
faculty based on sponsorship or sex of 
sponsor (table 3). In the 1985 survey, fac-
ulty returned twenty-four questionnaires 
to faculty and twenty-three question-
naires to the library. This result is not sig-
nificantly different than the 1984 result at 
TABLE 3 
DISTRIBUTION OF FACULTY RETURNS 
BY SEX AND AFFILIATION OF ADDRESSEE 
Sex of Affiliation 
Addressee Professor Librarian Total 
Female 11 13 24 
Male 13 10 23 
24 23 47 
TABLE4 
FACULTY RETURNS IN 1984 and 1985 
BY AFFILIATION OF ADDRESSEE 
1984 
1985 
Faculty 
30 
24 
Library 
26 
23 
p < .1. This result also supports H2 (table 
4). 
DISCUSSION 
Pagell and Lusk suggested in the 1984 
study that faculty sponsorship seemed 
likely to increase the response rate for 
M.B.A.'s.u Results of the present survey 
indicate that sponsorship alone does not 
determine response rate, suggesting there 
is an interactive effect between sponsor-
ship of a survey and use of the services of 
the sponsoring organization. 
This may have implications for survey 
dissemination. In order to maximize re-
turn rate, the source of sponsorship 
should be related to the user group that is 
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to be surveyed. For example, for M.B.A. 
students, eliciting fa<2ulty sponsorship 
should increase response rate for nonus-
ers. If, on the other hand, the survey is be-
ing designed to measure some characteris-
tics of library usage, no faculty 
sponsorship is suggested. 
. Another implication from the interac-
tion of library utilization and sponsorship 
is the issue of nonresponse bias. If a sur-
vey is distributed to the entire client base, 
it would seem, from the results of this sur-
vey, that users will be overrepresented, 
thereby possibly biasing the results of the 
survey. Using a more prestigiously per-
ceived sponsor will increase the propor-
tion of responses between users and non-
users. 
If the faculty members themselves are 
the respondent group, sponsorship and 
service utilization do not appear, from the 
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results of either the 1984 or the present 
studies, to be survey design factors. 
The authors suggest that when distrib-
uting a questionnaire, it is necessary to 
consider the patron group that is to be sur-
veyed, i.e., users or nonusers, faculty or 
students, or a representative sample of the 
entire user population. In order to in-
crease response rate and minimize nonre-
sponse bias in a population survey, use of 
a more prestigious sponsor or joint spon-
sorship by library and faculty might be 
considered. Awareness of the interactive 
effect of response rates and service use can 
also be valuable in designing a survey us-
ing sampling methods such as stratified 
samples. The sample groups might be 
asked to respond to different sponsors. In 
settings like this one, where response rate 
tends to be low, any technique that will in-
crease that rate is important to consider. 
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Letters 
To the Editor: 
Donna Pontau and M. Cecilia Rothschild's ''Tis for Temporary'' in the March 1986 C&RL 
is an informative treatment of an important personnel issue in academic libraries. The au-
thors consulted numerous sources for statistics on librarians employed in temporary posi-
tions and found that'' the total number of working temporary librarians, past or present, is 
unknown." I suggest that they should have contacted staff at the American Association of 
University Professors headquarters or searched the AAUP journal Academe, which pub-
lishes detailed statistics on academic personnel, including part-time and temporary posi-
tions. 
To the Editor: 
JUDITH B. BARNETT 
University of Rhode Island 
Narragansett Bay Campus 
Fred Hill and Robert Hauptman's article on faculty status (March 1986) is another one 
written by a librarian (and a nonlibrarian) trying to use nonlibrarian standards to measure 
librarians. No wonder we don't measure up. The premise upon which the authors based 
their claim that librarians do not deserve faculty status is erroneous because it fails to see 
library faculty as any different from other faculty, teaching or nonteaching. Hill and Haupt-
man wish to believe that all faculties are comparable and do not like the reality of the divi-
sion between teaching and nonteaching. I doubt that they would agree to a further divi-
sion, setting librarians in neither of those two categories. But the fact is that librarians as 
faculry perform different functions from those of ''real faculty.'' 
Instead of looking at library faculties, Hill and Hauptman may want to look at various 
"real" faculties and see whether exact comparisons can be made among departments. 
Does the production of a play by a theater department faculty member count as less of a 
professional achievement than a science faculty- member's coauthoring a scientific paper 
with students? If so, then how is administration to judge the merits of the faculties of differ-
ent departments? This gets into the whole issue of what standards should be used to mea-
sure faculty achievement for such rewards as tenure, promotion, etc. 
I think that many deans of arts and sciences faculties have confronted this dilemma often 
and appear to have used different standards to suit the different disciplines. (If this were 
not the case, and using only teaching, research, and publication as standards, there would 
certainly mean far fewer tenured humanities and social sciences faculty than those in the 
sciences). It would thus seem appropriate that library faculty be judged by (unreal?) library 
faculty standards where necessary, not by those used for ''real faculty.'' Perhaps teaching, 
research, and publication could be required in libraries where they are seen as true respon-
sibilities of librarians, and libraries where they were not found necessary could stop being 
embarrassed by that fact. 
Do ''librarians often benefit from the privileges accorded to faculty without bearing the 
concomitant responsibilities"? Are teaching, research, and publication the only responsi-
bilities of faculty? (I would like to leave the whole issue of teaching aside; at my library we 
do teaching that might be considered "real" by Hill and Haupman). I had understood col-
l~ge and community service to be part and parcel of faculty responsibility and believe that 
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librarians serving on college committees and being involved in library networks in their 
communities fulfill that requirement. Professional peer review is customary among fac-
ulty, and many faculty librarians also use this evaluation technique, even though a supervi-
sory review might be more expedient. The involvement in judging the performance of 
one's peers falls under the "responsibility" category, I think. I would argue also that a 
regular work week, i.e., required presence in the library, of thirty-five to forty hours might 
be substituted for the contact hours expected of teaching faculty and might be seen as a 
responsibility. I certainly would not call it a privilege. Nor does a twelve-month contract at 
a salary significantly smaller than ''real faculty'' appear to me to be a privilege I receive for 
being an "unreal faculty" member. 
One other question was raised by the article. Do other librarians doubt that "the holder 
of a B.S. in anthropology and anM.L.S. [is] the intellectual or political equal of a colleague 
whose credentials include a Ph.D. in physics?" I can't quibble with the political inequality; 
librarians historically have been less powerful than other faculty. There is a problem with 
the statement in that it sees physics, held in awe by many in our science-worshiping cul-
ture, as analogous to library science and anthropology. Why not a Ph.D. in anthropology? 
Wouldn't that make Hill and Hauptman's argument even stronger? Regardless of the sub-
ject fields used, I think the answer to their statement is that a doctorate degree makes the 
holder educationally superior to most librarians. But worse than that ploy is the implicit 
assumption that a Ph.D. in any field makes the holder of that degree a specialist not only in 
her/his field, but also more knowledgeable about libraries than a librarian, who "only" 
holds lesser degrees. Although we may not all have Ph.D.'s in library science, many of us 
are library specialists. The attainment of a doctorate does not by itself make a better librar-
ian, faculty or not. Nor does a doctorate make a faculty subject specialist better than a librar-
ian in the library. 
If I had wanted to be a ''real faculty'' member, I would have gone on for another degree, 
probably not in library science, and I would be teaching rather than working in a library. I 
wanted to be a librarian, however, someone who is very good at my field: retrieving infor-
mation. I do research every day in bits and pieces, for patrons, degreed and otherwise, who 
are unable to do that research without my assistance. I have worked in both faculty-status 
and professional-status institutions. I prefer the latter. When librarians stop trying to make 
themselves apples and instead learn to be proud to be oranges, the faculty status matter , 
may be put the rest. 
CARLA LIST 
State University of New York at Plattsburgh 
To the Editor: 
Carla List's detailed letter raises five points that require response. 
1. Despite the general tenor of the article, the authors do affirm the librarian's right to 
faculty status, under certain conditions, viz., those that obtain for all faculty at a given insti-
tution. List's separation of "real faculty" from librarians is precisely the type of spurious 
distinction that the article addresses. 
2. Lists scrambles for analogies from other departments in order to defend her claim that 
librarians are different but nevertheless equal. These theater professors she cites teach (li-
brarians do not); they do direct or at times create dramas (what analogous tasks do librari-
ans perform?); they serve (as do librarians); and they frequently publish scholarly articles 
and monographs (librarians frequently do not). Instead of struggling to bring librarians 
down to the lowest common denominator, List might attempt to discover ways in which 
librarians could be stimulated into doing those things that faculty members do, so that li-
brarians could be considered equals by their colleagues in other departments, rather than 
unreal faculty judged by unreal standards, whatever such peculiar terms mean. 
3. Teaching, service, and publication are indeed the traditional responsibilities of faculty 
members at institutions of higher learning. We regret the omission of the third member of 
the triumvirate. 
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4. It is astonishing that List has managed to turn the detriment of a thirty-five to forty 
hour work week into a benefit. Time spent in the library is of no more value than an instruc-
tor's ''contact hours'' uselessly spent with students. Academic accomplishments are mea-
sured in terms of knowledge imparted not hours clocked. 
5. We have no problem with physics, anthropology, history, Latin, or any other subject. 
The point is that someone who has earned a doctorate in any discipline is the master of a 
substantive body of knowledge in that field. We never implied that these people know 
more about librarianship than do librarians. 
ROBERT HAUPTMAN and FRED HILL 
St. Cloud University 
St. Cloud, Minnesota 
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Riggs, Donald E. Strategic Planning for Li-
brary Managers. Phoenix, Ariz.: Oryx, 
1984. 137p. $27.50. LC 82-7375. ISBN 0-
8977 4-049-1. 
Turbulence: rapid technological 
change, unexpected competitive threats, 
shifting market demands, rapidly evolv-
ing regulatory conditions-libraries today 
are facing environmental turbulence to an 
unprecedented degree. Those library ad-
ministrators seeking to control, rather 
than be controlled by, their environments 
must recognize the turbulent, uncertain, 
and innovative nature of their environ-
ments and rationally plan for the orderly 
development of collections and services. 
Effectively used in the military and busi-
ness, strategic planning is an intensive, 
highly structured technique for planning 
in typically large and complex organiza-
tions facing turbulent environments. 
In thirteen short chapters Riggs leads 
the reader through the usual major phases 
of strategic planning, beginning with a 
definition and rationale for its use and giv-
ing some advice on how to organize for 
planning, proceeding to specification of 
organizational mission, goals, objectives, 
strategies, alternatives, and contingen-
cies, then to policies and resource alloca-
tion. Along the way Riggs proposes, espe-
cially for larger libraries, the use of a 
management information system to gen-
erate and control the large amounts of in-
formation needed for effective strategic 
planning and of Planning-Programming-
Budgeting System (PPBS) to control pro-
gram implementation and to evaluate pro-
gram accomplishment. The book 
concludes with a discussion of the sys-
temic nature of strategic planning, some 
advice on implementation, including 
guidelines for making organizational 
change more palatable to those who will 
be affected and ways to evaluate and con-
trol the entire strategic planning process. 
Riggs' useful conceptual orientation to 
strategic planning would have library ad-
ministrators and managers first think for-
ward to desired states in terms of the col-
lection, services, and domain of the 
library, and then think backward to the 
immediate requirements necessary to 
achieve these states. Riggs centralizes too 
much of the planning process among top 
management for this reviewer's tastes; on 
the other hand he does cover a lot of 
ground in specifying the work to be done. 
One of the most important first steps in 
strategic planning is to do a self-analysis 
covering the library's strengths and weak-
nesses, threats and opportunities. Next 
are specified the library's intended mis-
sion, goals, and objectives (clear distinc-
tions are made among the three, and 
Riggs cautions that they must be consis-
tent with those of the parent or controlling 
organization). The crux of strategic is 
strategy formulation, and it is in this chap-
ter that one clearly sees both the strengths 
and weaknesses of the book. 
The inherent complexity of libraries and 
their systemic nature, Riggs correctly 
notes, requires a strategy that recognizes 
the interrelatedness of the library's many 
. parts by making explicit the interdepen-
' dencies among program components. The 
strategy must also be flexible: because of 
the turbulent, or at least changing, envi-
ronment facing libraries, alternatives and 
contingency plans must be specified. All 
this is presented in a logical and coherent 
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manner. Riggs' treatment of the subject, 
however, is at once complex and superfi-
cial. He is fond of list making and enumer-
ative prose that makes for disjoined read-
ing. One trips over endless lists of things 
to do or not to do, to consider or to avoid, 
of questions to ask, of criteria to apply. 
While this list making could be seen as 
comprehensiveness of coverage (almost to 
the point of making the presentation a 
cookbook approach), this reviewer feels 
these lifted (and footnoted) lists are an in-
adequate substitute for original thinking 
and felicitous prose, that they fractionate 
the presentation and contribute to an un-
even quality throughout. The impression 
is one of breadth of coverage but of insuffi-
cient depth. Riggs' book is not really a 
cookbook. 
The paucity of strategic planning mate-
rial in library literature is accurately re-
flected in Riggs' selected bibliography and 
chapter references. Charles McClure is a 
librarian who has written on the planning 
process in libraries . For a shorter treat-
ment of the subject see McClure's article 
in the November 1978 C&RL; his edited 
collection of papers, Planning for Library 
Seroices: A Guide to Utilizing Planning Meth-
ods for Library Management (New York: Ha-
worth, 1982) is a useful compendium of 
contemporary planning approaches. 
In this generally successful application 
of a complex business procedure to li-
braries, Riggs makes certain explicit and 
implicit assumptions, some of which may 
attenuate the usefulness of the book to 
particular libraries. He assumes a library 
of moderate to large size and one that is hi-
erarchically structured for authority and 
decision making. He also assumes one 
characterized by strong, centralized man-
agement and control process and by a 
high level of rationality: to wit, a stereo-
typical (and idealized) bureaucracy. In-
deed, the closer one's library is to General 
Motors in size, complexity, and structure, 
the more valuable Riggs' book will be.-
Albert F. Maag, Capital University Library, 
Columbus, Ohio. 
Changing Technology and Education for 
Librarianship and Information Science. 
Ed. by Basil Stuart-Stubbs. Greenwich, 
July 1986 
Conn.: JAI, 1985. 188p. (Foundations in 
Library and Information Science, V.20). 
$23.75, individuals; $47.50, institutions. 
LC 84-21330. ISBN 0-89232-515-1. 
What takes two-and-a-half years to pro-
duce, costs libraries twice as much as indi-
viduals to purchase, and is outdated by 
the time it is marketed? Answer: this 
book. This latest volume in the Founda-
tions in Library and Information Science 
series is an edited transcription of a June 
1983 invitational conference hosted by the 
University of British Columbia's School of 
Librarianship. It is both ironic and symp-
tomatic of the technological challenge fac-
ing librarians that the proceedings of such 
a conference took so long to reach a wider 
audience and that they came traditionally 
packaged-in a clothbound photo-offset 
printed edition complete with justified 
margins . 
This small conference of research librari-
ans, information scientists, and educators 
met to examine and discuss ''the impact of 
changing technology on the recording and 
dissemination of knowledge, on research 
libraries as agents in that process, and on 
education for librarianship and informa-
tion science." The volume includes the 
full text of six major theme papers, eleven 
formal commentaries, and very brief sum-
maries of informal discussions. The con-
verstational style of the commentaries and 
the personal style of oral presentations are 
faithfully recorded. Given the delay in 
publication one might have expected in-
stead to see a heavily edited and tightly or-
ganized monograph that succinctly pre-
sented the most important elements of the 
conference. 
John Black opened the conference with 
an overview of changing technology's re-
lationship to scholarly communication 
and its implications for research libraries. 
He illuminates his discussion of technolo-
gies by examining three functional areas 
in which innovation has been extensive 
and rapid-distribution, ·Computation, 
and storage. While he could not have pre-
cisely anticipated all the new technolo-
gies, such as CD/ROM, he charts the di-
rection of that change and highlights the 
implications for libraries. One obvious, 
but still sobering, conclusion is that re-
search libraries as they are presently con-
stituted will no longer monopolize access 
to recorded information as completely as 
in the past. That realization alone should 
prompt serious rethinking about the fu-
ture role of research libraries and the edu-
cation necessary for professionals who 
staff them. 
Reflecting his earlier training and expe-
rience in computing at the University of 
Wisconsin-Madison, commentator Rich-
ard McCoy observes that new organiza-
tional structures are being developed to 
oversee and coordinate Black's changing 
technologies, but they seldom include li-
brarians. That is apparently still true three 
years later. The prominence that the 
Chronicle of Higher Education accorded Pa-
tricia Battin's appointment as Columbia 
University's new ''computer czar'' in ad-
dition to her responsibilities as university 
librarian simply confirms the novelty. As 
might be expected of the president of a 
consortium of institutions with a substan-
tial investment in a large centralized data-
base such as RUN, McCoy singles out op-
tical disk technology, with its implications 
for offline distribution of great quantities 
of data, as an especially promising techno-
logical development. 
The implications of the new technolo-
gies on the personnel requirements of re-
search libraries was the second major 
theme of the conference. Those familiar 
with Carlton Rochell' s recent research will 
recognize ideas he has developed in other 
forums-especially the idea that new tech-
nologies will require an organizational 
change within libraries. The need to pull 
together people from various strata and 
areas of the library with particular knowl-
edge or skills to work on specific projects 
for brief periods will force libraries to 
abandon a traditional hierarchical organi-
zational pattern in favor of a flatter, more 
decentralized matrix organization. Re-
garding the preparation of professionals 
to operate effectively in that new environ-
ment, Rochell states explicitly what many 
practicing librarians say privately, that ''li-
braries cannot afford to leave the educa-
tion of librarians entirely up to the 
schools" (p.31). Library schools, he feels, 
often perpetuate a traditional approach at 
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the very time when library administrators 
actively seek talented young professionals 
with new ideas. He predicts a bright fu- · 
ture for librarians who serve as custodians 
of access to information in an age "where 
data is marketed, purchased and retained 
as a commodity ... " (p.35). He also feels, 
however, that as libraries train more non-
professionals to operate technological sys-
tems, those libraries will lose staff to the 
more lucrative business world. 
Richard Dougherty's remarks are less a 
commentary on Rochell's paper than a 
point of departure for his own observa-
tions. He points to the debate over the na-
ture and use of database as the most recent 
manifestation of the traditional tension. 
between public services and technical ser-
vices. For Dougherty, the emerging infor-
mation age requires multipurpose data-
base supporting cataloging, collection 
development, and resource sharing and a 
shift in emphasis from bibliographic con-
trol to access. Another tension is the com-
petition between libraries and computer 
centers for the same share of the univer-
sity's budget, a competition that must be 
converted to cooperation and integration. 
In a second commentary Margaret Beck-
man contrasts the Canadian research li-
brary experience with that of its southern 
neighbor. She notes, for instance, that Ca-
nadian research libraries generally receive 
a larger portion of the university budget 
and allocate a smaller percentage of their 
staff to professionals, who, in turn, earn 
comparably higher salaries. A two-year 
M.L.S. is also becoming the recognized 
standard. 
In the third major theme paper Edward 
Holley reviewed current developments in 
library education, including two-year pro-
grams, joint degree and sixth year certifi-
cate programs, and doctoral programs. He 
remains convinced of his earlier judgment 
that fewer, larger, stronger library schools 
will produce better students, a trend that 
already appears well under way. Whether 
one is prepared to go quite as far as Hol-
ley, few can gainsay his basic point. Com-
mentator Evelyn Daniel does, however, 
register her concern over the possible con-
sequences of ''a small number of fairly 
large schools control[ling] entry to this di-
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verse profession" (p.82). A second educa-
tor, William Cameron, stresses the need 
for graduates who anticipate and plan for 
technological change, rather than simply 
react and adapt to it. Restructuring the 
curriculum, he suggests, will result in 
schools producing the kind of graduates 
who will keep librarianship vital and cur-
rent. 
Library educator Bernard Franckowiak 
opened the fourth theme session appro-
priately with a look at the future educa-
tional needs of librarians. His lengthy list 
of computer-based core courses and mini-
mal competencies is impressive, but unre-
alistic. Graduates with those skills will not 
likely accept even a generous librarian sal-
ary when much more is available in busi-
ness and industry. In his commentary 
Thomas Galvin points out the drab reali-
ties of present school budgets. Those reali-
ties suggest that schools cannot be all 
things to all people and that differentia-
tion is probably necessary. Edwin Gleaves 
adds his personal experience with micro-
computers to buttress Franckowiak's 
computer emphasis for learning about new 
technologies and for teaching with new 
technologies. 
Another closely related theme session 
dealt with the faculty and students of li-
brary schools. In his paper Michael Buck-
land argues that library faculty are forced 
to meet a double standard atypical of other 
faculty: wide practical experience as well 
as scholarly rigor and conceptual vision. 
They are not free to concentrate on tradi-
tional academic research that is the basis 
for status and promotion in the academic 
community, nor can they afford to con-
centrate exclusively on the practical and 
applied aspect of the subject. At the same 
time faculty face these pressures, the 
number of graduate students is dropping 
precipitously. Apparently, too, fewer li-
braries are requiring theM. L. S. degree for 
professional positions, a fact that runs 
contrary to general impressions. 
In the concluding theme session Dean 
Robert Stueart of Simmons College dis-
cussed strategies for adapting to change. 
One obvious way is to recruit potentially 
better professionals who, as a result of 
their education, are "flexible, adaptable, 
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capable of critical judgement and edu-
cated to face and discern the patterns of 
future change" (p.130). While that is un-
doubtedly true, the same could be said of 
any school training students for profes-
sional and managerial positions. And 
therein lies the problem-we are compet-
ing for the best and the brightest with 
schools that offer their graduates higher 
status, better incomes, greater psychic sat-
isfaction, and more security. It is uniikely 
that the next few years will dramatically 
alter that picture. 
Three concluding presentations sum-
marize the conference from the perspec-
tive of an information scientist (Neal 
Kaske), a research library director Oames 
Govan), and an educator (Charles Davis). 
Although differences in point of view are 
apparent, the summaries emphasize 
agreement rather than differences. 
Most of the challenges and problems 
discussed at the conference are not new; 
nor are the suggested responses and solu-
tions. The latter, to be sure, were fresher 
when discussed in 1983, but by the time 
they appeared in print those ideas had al-
ready received considerable public atten-
tion. What is significant is that the confer-
ence proceedings represent a general 
consensus among the leadership of the 
major library schools and research li-
braries in North America about the pros-
. pects for both in the near future. Since 
these are the very individuals and institu-
tions that can shape that future, their com-
ments deserve attention.-Nicholas C. 
Burckel, Washington University Libraries, St. 
Louis, Missouri. 
Reynolds, Dennis. Library Automation: Is-
sues and Applications. New York: 
Bowker, 1985. 615p. $37.50. LC 84-6272. 
ISBN 0-8352-1489-3. 
The author describes the current state of 
library automation by tracing historically 
the progress of library fundions such as 
acquisitions, cataloging, circulation, seri-
als check-in, public catalog, interlibrary 
loan, and the retrieval search services. The 
beginnings of automation started with the 
IBM unit-record equipment found in early 
circulation systems and advanced to to- -
day's sophisticated integrated online cata-
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log where the same bibliographic record 
can be used by several departments, thus 
eliminating the duplication of files. The 
development of library automation is put 
in the context of the total library environ-
ment. The author describes the influence 
of early in-house automation projects, the 
role of the bibliographic utilities, and, fi-
nally, the impact of today's commercial 
marketplace. 
The impact of the bibliographic 
utilities-OCLC, RLIN, WLN, and 
UTLAS-is enormous, for it has virtually 
put a terminal in every library. The em-
phasis is on shared cataloging and interli-
brary loan. Currently these large central-
ized systems have a problem in financing 
and thus must be very careful in selecting 
future areas for research and develop-
ment. The trend is moving away from 
these large centralized systems to local or 
possibly statewide online networks. In the 
1980s the greatest impact is coming from · 
the commercial sector, microcomputers, 
and optical disks. 
Since the ultimate goal of all library 
functions is to improve the quality of ser-
vice, the author devotes two chapters to 
the public catalog. Through the years the 
catalog has changed its format. Originally 
it was in book form and then changed to 
the card catalog. In the late 1940s the book 
catalog reappeared due to advancement in 
technology and the decreasing costs of 
producing this kind of catalog. It was usu-
ally intended for multilibrary situations 
such as branch libraries, where the users 
could have access to the entire library 
holdings instead of branch holdings only. 
Next, the COM (Computer Output Micro-
form) catalog in either fiche or film format 
appeared. By the late 1960s there was the 
emergence of the online catalog. Two es-
sential features made the online catalog 
unique: (1) circulation information be-
came available to the public, and (2) the 
patron could now actively interact with 
the catalog, thus requiring one to articu-
late the search strategy and to learn the 
mode of dialogue. The author demon-
strates the advantages of multiple access 
points that an online catalog provides. He 
shows advantages of various searching 
techniques provided, .such as keywords, 
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truncation, Boolean logic, and others as 
well as providing exaJV.ples of the dia-
logue used by specific commercial ven-
dors. 
Several chapters are devoted to choos-
ing, purchasing, and implementing an au-
tomated system. Regardless of when the 
library decid~s to automate, the author 
contends that many of the same questions 
are asked. Recurring questions include 
when and what to automate, cost consid-
erations, and who should be involved in 
the decision-making process-ranging 
from library staff to persons in the com-
puter center, telecommunications, and 
purchasing. The chapter on selecting an 
integrated online system provides advice 
commonly found in the literature today. 
Three chapters are devoted to the infor-
mation retrieval services such as BRS, 
DIALOG, and SDC. Topics covered in-
clude origin and development, impact on 
print subscriptions, document delivery, 
vendors' pricing of their services, the is-
sue of free versus fee service to the public, 
and the management of the service. Man-
agement topics include selecting the ven-
dor, space, staffing, time, training, pro-
motion, and evaluation of the service. 
The author provides a good summary of 
the events that led up to the current state 
of the art. Those looking for future trends 
will not find them in this book. Neverthe-
less, the book presents a fair, in-depth pic-
ture of the development of library automa-
tion. It is descriptive, informative, well 
researched, and well written. Although 
much of the information and advice can be 
found elsewhere, the author provides in 
one volume a frame of reference to library 
automation.-Karen Stabler, Howard-Tilton 
Memorial Library, New Orleans, Louisiana. 
Cochrane, Pauline Atherton. Redesign of 
Catalogs and Indexes for Improved Online 
Subject Access: Selected Papers of Pauline 
A. Cochrane. Phoenix, Ariz.: Oryx, 1985. 
484p. $45. LC 85-7284. ISBN 0-89774-
158-7 
When the history of information re-
trieval and library automation is written, 
the 1960s may be called the Golden Age, 
the decade of rapid development in library 
automation. The 1970s, however, could 
probably be called the Development De-
cade, when operational systems were in-
stalled in most libraries. Continuing in 
this vein, the 1980s may be seen as the 
Season for Reassessment of the Online 
Catalog, required by the demand of users 
for changes in the original design. Thus, 
Pauline A. Cochrane views the past from 
her perspective of twenty-five years' in-
volvement in computer-aided subject in-
dexes and online catalogs. 
The author's ·implied purpose is to 
present her thoughts on what has been a 
central theme throughout her career: the 
improvement of subject access for re-
searchers. This collection of thirty articles, 
reports, class notes, presentations, and 
published and unpublished papers con-
sists of a selection of her writings on on-
line subject access. 
The book is divided into five major cate-
gories. Within each of these categories, 
the papers are arranged in chronological 
order. Each category attempts to provide 
answers to the following general ques-
tions: part 1: Where are we going in there-
design of catalogs and indexes? part 2: 
What do we know about users and cata-
logs? part 3: What can we do to improve 
subject access? part 4: Will classification 
have a use online? part 5: What can be 
learned from subject access research? 
Topics in part 1 range from "Knowledge 
Space: A Conceptual Basis for the Organi-
zation of Knowledge" to "A Forward 
Look-Online Library Catalogs in 1990 
and Beyond." Part 3 discusses such prob-
lems as file organization, universal subject 
access, and free versus controlled subject 
access. Part 4 presents the author's argu-
ment for the use of classification in online 
catalogs. The total is preceded by a preface 
and a list of all of the selections in chrono-
logical order and followed by a note on the 
author and an index. 
The author's competence has been 
proven in many areas-as former associ-
ate director of the American Institute of 
Physics, as associate director of the ERIC 
Clearinghouse on Information Resources, 
and as professor at the School of Informa-
tion Studies, Syracuse University. She 
has been a consultant to the Library of 
Congress, OCLC, System Development 
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Corporation, and UNESCO, to name but a 
few. She is also the author of five books 
and numerous articles in information sci-
ence, library automation, and library sci-
ence education. 
This present work reflects the author's 
diversity of interests. The volume con-
tains on the one hand some highly techni-
cal papers, "Books are for Use: Final Re-
port of the Subject Access Project'' and 
''American Institute of Physics/UDC Proj-
ect audacious." On the other hand it also 
includes such philosophically inclined se-
lections as ''Putting Knowledge to Work: 
Five Lectures by Pauline Atherton,'' and 
"'More' Is Not Necessarily 'Better."' 
The reader should be aware that this col-
lection does not constitute a compilation 
of all the papers written by Pauline A. 
Cochrane on online subject access. One 
wonders, however, why certain papers 
were included and others omitted. Not 
only have the compilers been highly selec-
tive but they have also presented several 
papers in excerpted form, offering no rea-
sons for the omissions of sections, figures, 
charts, and appendixes. It is regrettable 
that no explicit editorial policy explains 
these choices. 
The papers have been left in their origi-
nal format, and references vary greatly in 
style and the amount of information of-
fered. The index compiled by Linda Web-
ster is very good, although the inclusion of 
the titles of the selections would have 
been useful. Furthermore, a bibliography 
of the thirty papers with full bibliographic 
information would have enriched the 
publication. Considering the importance 
of Cochrane's writings, one hopes that 
any futu:re collection of her papers will be 
more complete and will include full biblio-
graphical references. 
The introductions to each of the five sec-
tions show the author's current perspec-
tive, present the historical background, 
and summarize the aims of the selected 
publications. Cochrane answers the ques-
tions posed at the beginning of the book 
by admonishing those responsible to lis-
ten to the users' comments in reassessing 
the first generation of OP ACs; to preserve 
the best of the traditional catalogs, such as 
subject classification; and to remove the 
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constramts of the new medium. 
In total this is a worthwhile publication, 
gathering the views of an eminent author-
ity in her field. However, its lack of bibli-
ography, its selectivity, and its lack of uni-
formity detracts from its overall value. 
A recent publication by Pauline Coch-
rane and Karen Markey in Information 
Technology and Libraries (June 1985)-
"Preparing for the Use of Classification in 
Online Cataloging Systems" -summa-
rizes and updates the views presented in 
part 4 of this collection. Although in this 
collection she is evaluating the past 
twenty-five years of involvement in sub-
ject cataloging, in her recent articles, 
Cochrane demonstrates that she can also 
be counted on to contribute to the 1980s 
phase of reassessment and redesign of a 
new generation of online catalogs.-
Moshie Dahms, University of Guelph Library, 
Ontario. 
Deiss, William A. Museum Archives: An 
Introduction. Chicago: Society of Ameri-
can Archivists, 1984. 37p. $4, members; 
$6, others. 
In addition to businesses and religious 
organizations, a third constituency that 
has received special attention in the litera-
ture on how to establish an archives is mu-
seums. This volume, latest in the series of 
manuals published by the Society of 
American Archivists, is part of their sub-
series devoted to archival programs in 
particular settings. One would think that a 
profession already devoted to the pursuit 
of preservation for public use would have 
no trouble with the concept. However, as 
Deiss, deputy archivist at the Smithsonian 
Institution, points out, ''there are more 
than 6,000 museums in the United States, 
but only a small number have archives 
programs.'' 
The intended audience for Museum Ar-
chives: An Introduction is ''museum profes-
sionals with little or no archival training.'' 
The author, in fact, addresses the con-
cerns of two constituencies in this volume. 
He is addressing museum administrators 
who need a better understanding of the 
justification for archival programs and is 
considering the needs of practicing _cura-
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TODAY 
1-800-248-1146 
In Canada & Michigan 
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tors who need an improved sens~ of why 
and in what way museum practices are 
different from archival practices. The 
product is a volume that treats the initia-
tion of an archival program in a very gen-
eral manner. It is a starting point for those 
interested in the subject, concluding with 
a useful bibliography where one might 
pursue the subject in more depth. Museum 
Archives: An Introduction is therefore not 
recommended for anyone with a substan-
tial amount of training or knowledge of 
the archival profession. 
The first half of the volume discusses the 
justification for an _archival program in a 
museum as well as critical issues related to 
how a program is started. Examples of the 
uses of archival materials include adminis-
trative activities, publicity purposes, and 
exhibits. Other preliminary information 
provided in the first section includes ex-
plaining archival terminology, conducting 
a records survey, and defining archival 
priorities. Examples are prolific in the vol-
ume and are · given in the context of mu-
seum experiences . Photographic and 
other illustrative materials derive from 
museum environments as well. 
The second half of the volume is a re-
view of basic archival procedures, begin-
ning with records surveys, continuing 
through appraisal, accessioning, and ar-
rangement and concluding with outreach 
and public programs. The manual ends 
with a series of appendixes that are, in 
fact, types of archival forms appropriate to 
museum use. 
Museum Archives: An Introduction is un-
questionably very basic but will serve well 
initially to acquaint museum practioners 
with the basic procedures and issues of 
the archival profession. Given the level of 
the volume, it might only have been 
strengthened by expanding the appen-
dixes to include actual examples of mu-
seum archives forms rather than the pro-
totypes reproduced here. This would not 
only add further points of reference but 
would also demonstrate that some muse-
ums have taken to heart Deiss' claim that 
"the resources of museums vary greatly, 
· but all of them need to make some provi-
sion for the preservation of archival re-
cords.''Elizabeth C. Stewart, Folsom Library, 
July 1986 
Rensselaer Polytechnic Institute, Troy, New 
York. ~ 
Foundations of Cataloging: A Source-
book. Ed. by Michael Carpenter and 
Elaine Svenonius. Littleton, Colo. : Li-
braries Unlimited, 1985. 276p. $27.50 
LC 85-10333. ISBN 0-87287-511-3. 
This chronologically arranged collection 
of philosophical essays written from 1841 
through 1983 recounts the history of mod-
ern cataloging. The selections range from 
Panizzi's 1841''Rules for the Compilation 
of the Catalog" to the 1983 essay by Pat-
rick Wilson, ''Catalog as Access Mecha-
nism: Background and Concepts ." The 
editors have also included Charles J ewitt' s 
1853 work, ''Smithsonian Catalog Sys-
tem, 11 which encouraged a standard and 
uniform style of cataloging, and C. Cut-
ter's classic 1904 "Rules for a Dictionary 
Catalog: Selections, II along with several 
other equally meritorious selections. With 
balanced coverage and method, the edi-
tors have succeeded in illustrating the past 
and recent changes in cataloging, cata-
logs, and theory with these historical es-
says that conclude with M. Gorman's 1981 
"Most Concise AACR2" and his 1979 
"Cataloging and the New Technologies" 
as well as the P. Wilson article ''The Cata-
log as Access Mechanism: Background 
and Concepts.'' These essays present ma-
jor issues: each is a highlight in the history 
of cataloging, preceded by an introduction 
from the editors, placing the individual 
work in its proper historical context. Read-
ers will find this approach useful, be-
cause, by providing us with these influen-
tial essays on ·cataloging, the editors give a 
perspective on the past and a feel for the 
direction in which cataloging is heading. 
The book is timely, extremely readable 
and authoritative, and serves as a lively 
backup for current debate in the catalog-
ing field. 
Its audience, however, may be limited 
to those in the cataloging field. As is said 
in the preface, "This anthology is ad-
dressed to teachers and students of cata-
loging.'' And indeed it is. Those in public 
service might find this book of marginal 
interest, as would those involved fu online 
system design, since the essays deal more 
"Easily the best index in the field ... an invaluable guide." 
COVERAGE 
INCREASED BY25% 
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as a classic reference source - a 
reliable, easy-to-use, affordable 
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clude 52 additional publications, for 
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the January 1986 issue of Art Index. 
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International Coverage 
Offering an international perspec-
tive on developments in the art 
world, Art Index covers the major 
English-language publications, as 
well as periodicals published in 
French, Italian, German, Spanish , 
Dutch , and Swedish . 
Current and Easy-to-Use 
Art Index provides thorough, timely 
indexing of a great variety of infor-
mation, including feature articles 
and coverage of book reviews, 
exhibitions, and performances, and 
offers: 
• Specific subject headings that 
reflect cu rrent terminology. 
• Extensive cross-references 
and subheadings. 
• Entries for reproductions of 
works of art which appear any-
where in the magazines 
indexed. 
Now Available Online 
Art Index is now available for online 
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Retrospective Volumes 
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Permanent retrospective cumula-
tions of Art Index from 1929-1980 
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To Order 
A subscription to the printed version 
of Art Index brings your library quar-
terly paperbound issues published 
in January, April , July, and October, 
and a permanent annual cloth-
bound cumulation . This index is 
sold on the service basis. The price 
you pay is based on the degree of 
use, or service, which Art Index pro-
vides for your library. To request a 
periodicals checklist which will en-
able us to determine your no-obli-
gation price quotation for a sub-
scription to Art Index or for any of 
the bound volumes sold on the ser-
vice basis, please call toll-free: 
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In New York State, call 
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with philosophical issues than the actual 
mechanics of automation. Recent writings 
{post-1983) have not been included be-
cause of their preponderance on engineer-
ing and system interface design, with less 
attention given to the underlying philo-
sophical issues of cataloging. By placing 
the selections in such an orderly and logi-
cal fashion, these essays show the 
changes the profession is experiencing, 
not only in its philosophy but also in the 
technology shaping the development of 
cataloging. 
The issues raised by this collection result 
from a multitude of well-known factors, 
among them the problems of defining 
. user and cataloger needs, economics, and 
more recently, the advent of automation. 
A variety of age-old issues and questions 
are presented in the book, including the 
problem of defining the catalog's purpose 
and the method of arranging materials: 
How does the cataloger meet the objec-
tives of the catalog? What has the cata-
loger chosen through time to include in 
the catalog entry? What are the important 
points to consider? What points of consid-
eration have been used in the past? How 
can cataloging be made economically fea-
sible? The question of cost-effectiveness is 
July 1986 
appropriately addressed time and again. 
Several selections deal with the question 
of authorship: Who is an author? Should 
the name of the author be the primary way 
of identifying library mate_rials? In consid-
ering this point several essays investigate 
the need for main entries, both corporate 
and noncorporate. Is an author main entry 
necessary with the automated catalog? 
Will keyword searching eliminate or dras-
tically alter current cataloging practices? 
Issues like these are addressed in great 
enough detail to give the reader a grasp of 
the problems at hand and the difficulties 
catalogers will face in the future. 
Since the definition of a catalog and the 
needs of its users have changed dramati-
cally over the last century and a half, the 
methods employed by catalogers also 
need to change to keep up with the user's 
requirements and the technology of the 
times. Foundations of Cataloging provides a 
refreshing and thought-provoking look at 
the past, present, and future of catalog-
ing. In view of this it becomes apparent 
that we can't know where we're going un-
til we find out where we've been. -K. Juri-
cek, University of Wyoming Library, Laramie, 
Wyoming. 
ABSTRACTS 
The following abstracts are based on those 
prepared by the ERIC Clearinghouse of Infor-
mation Resources, School of Education, Syra-
cuse University. 
Documents with an ED number here may be 
ordered in either microfiche (MF) or paper copy 
(PC) from the ERIC Document Reproduction 
Service, P.O. Box 190, Arlington, VA22210. 
Orders should include ED number, specify for-
mat desired, and include payment for docu~ 
ment and postage. 
Further information on ordering documents 
and on current postage charges may be obtained 
from a recent issue of Resources in Educa- · 
tion. 
The Role of Fees in Supporting Library and 
Information Services in Public and Aca-
demic Libraries. National Commission 
on Libraries and Information Science. 
Washington, D.C., 198S. SSp. ED 2S8 
S84. MF-$0.7S; PC-$S.40. 
An overview study was sponsored by the 
Council on Library Resources to gather existing 
information on the extent to which fees are 
charged for library and information services, 
the percentage of libraries charging for any ser-
vices, and the services for which fees are 
charged. The review panel that conducted the 
study found that there is little data available on 
who is charging fees or the services for which 
they are charged and even less about the effect 
of fees on access to information. This report of 
panel's findings is divided into six sections: 
(1) the context of the fee issue in public and aca-
demic libraries; (2) the types of existing fee 
structures and mechanisms and rationale for 
setting price; (3) the arguments for and against 
fees; (4) the types of services for which libraries 
are charging fees; (S) selected summaries of re-
cent studies on the use of fees in public and aca-
demic libraries; and (6) recommendations for 
future studies. An executive summary, foot-
notes, and a forty-nine-item bibliography are 
included. 
New Communication Technologies and 
Their Impact on Western Industrialized 
Countries. Communication Manual. 
Summary Report of a Colloquium 
(Bonn, Federal Republic of Germany, 
December 17-19, 1982). Singapore, 
Asian Mass Communication Research 
and Information Centre; Bonn, Frie-
drich Ebert Foundation. 156p. ED 259 
697. MF-$0.75; PC-$12.60. 
This publication presents the papers and dis-
cussion highlights of an international collo-
quium on new communications technologies 
that was held to provide a forum for debate on 
economic, political, and social impacts of new 
communication technologies by western repre-
sentatives from media, academic, politics, and 
industry. The following papers were pre-
sented: (1) "Public Broadcasting-A Model for 
.the Future?" (Richard Becker); (2) "Satellite 
Systems in the Western World-The U.S. Ex-
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ample" (Bert Cowlan); (3) "UNISPACE 82-A 
Successful Forum" (Lee Love); (4) "The PITS 
and the New Technologies" (Dietrich Elias); 
(5) "The Impact of New Communication Tech-
nologies on the Third World" (Herbert J. Schil-
ler); (6) "New Technologies and the Third 
World-A 'Distribution of Social Benefits'?" 
(Cees Hamelink); (7) "The New Communica-
tion Technologies and Research" (James D. 
Halloran); (8) "New Technologies and Their 
Impact on Relationships between Industrial-
ized Countries" (Bernard Blin); (9) "Com-
puters in Telecommunications Services'' (Thilo 
Pohlert); (10) "The Electronic Technologies 
Markets in the Eighties" (Karl Joseph Frensch); 
(11) "Transnational Data Flow-A German 
Viewpoint" (Hans-Dieter Klee); (12) "Broad-
casting Unions in the Future-Sports and 
News" (Werner Schneider); (13) "Communi-
cation Satellites-A Third World Perspective" 
(Neville D. Jayaweera); and (14) "Advertising 
and the Creation of Global Markets: The Role of 
the New Communication Technologies" (No-
reene Janus). Also provided are introductory 
remarks by Reinhard Keune, a welcoming ad-
dress byE. J. Kerbusch, an agenda for the collo-
quium, and a list of participants. 
OTHER PUBLICATIONS 
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~~t:~~  CQ\AP!t-JY 
70 Coolidge Hill Road 
Watertown, MA 02172 
(617) 926-5557 
416 College & Research Libraries 
and ed. by Leland G. Alkire. Detroit: Gale, 
1985. V.1/703p., V.2/701p., V.3/(First Sup-
plement ready Aug. 1986). V.1/$150 cloth, 
V.2/$150 cloth, V.3/$130 paper. LC 84-
640700. ISBN V.1/0-8101-0531-3, V.2/0-8103-
0532-1, v .3/0-8103-0339-6. 
Popular Music: An Annotated Guide to American 
Popular Songs, 1980-1984. V.9. Ed. by Bruce 
Pollock. Detroit: Gale, 1986. 336p. $60 cloth. 
LC 64-23761. ISBN 0-8103-0848-7. 
The Printworld Directory. 3d ed. Ed. by Selma 
Smith. Detroit: Gale, 1985. 712p. $60 paper. 
LC 82-644944. ISBN 0-317-17632-3. 
Public Libraries and the Challenges of the Next Two 
Decades. Ed. by Alphonse F. Trezza. Little-
ton, Colo.: Libraries Unlimited, 1985. 266p. 
$35 cloth. LC 85-24205. ISBN 0-87287-427-3. 
Reference and Online Seroices Handbook. V .2. Ed. 
by Bill Katz. New York: Neal-Schuman, 1986. 
602p. $39.95 cloth. LC 81-11290. ISBN 0-
918212-49-9. 
Reference Books Bulletin 1984-1985. Ed. by Helen 
K. Wright. Comp. by Mary E. Gabel. Chi-
cago: American Library Assn, 1985. 171p. pa-
per LC 73-159565. ISBN 0-8389-3329-7. 
Sahli, Nancy. MARC for Archives and Manu-
scripts: The AMC Format. Madison, Wis.: 
State Historical Society of Wisconsin, 1985. 
918p. $30 cloth. LC 85-25039. ISBN 0-931828-
65-1. 
Schlacter, Gail Ann. Directory of Financial Aids 
for Minorities, 1986-1987. Los Angeles: Refer-
ence Service Pr., 1986. 345p. $39.50 cloth. LC 
85-25068. ISBN 0-918276-03-9. 
Schwartz, Ronald. Spanish Film Directors 
(1950-1985): 21 Profiles. Metuchen, N.J.: 
Scarecrow, 1986. 276p. $20cloth. LC85-8287. 
ISBN 0-8108-1818-3. 
Smith, Clifford Neal. Federal Land Series: Grants 
in the Virginia Military District of Ohio. V.4. 
Pt.2. Chicago: American Library Assn., 1986. 
318p. $40 cloth. LC 72-3238. ISBN 0-8389-
0445-9. 
The Social Science Encyclopedia. Ed. by Adam Ku-
per and Jessica Kuper. Boston: Routledge & 
Kegan Paul, 1986. 944p. $75 cloth. LC 84-
27736. ISBN 0-7102-0008-0. 
Something about the Author Autobiography Series . 
V .1. Ed. by Adele Sarkissian. Detroit: Gale, 
1986. 368p. $50 cloth. ISBN 0-8103-4450-5. 
The Speakers of the U.S. House of Representatives: 
A Bibliography, 1789-1984. Ed. by Donald R. 
July 1986 
Kennon. Johns Hopkins Studies in Historical 
and Political Science, 103rd series, rio.1. Bal-
timore, Md.: Johns Hopkins Univ. Pr., 1986. 
353p. $37.50cloth. LC85-45047. ISBN0-8108-
2786-8. 
Spears, Richard A. The Slang and Jargon of Drugs 
and Drink. Metuchen, N.J.: Scarecrow, 1986. 
601p. $42.50 cloth. LC 85-26277. ISBN 0-8108-
1864-7. 
State Library Seroices and Issues: Facing Future 
Challenges. Ed. by Charles R. McClure. Nor-
wood, N.J.: Ablex Publ., 1986. 305p. $45 
cloth. LC 85-22870. ISBN 0-89391-317-0. 
Symbolism: A Comprehensive Dictionary. Comp. 
by Steven Olderr. Jefferson, N.C.: Mc-
Farland, 1986. 159p. $25.95 cloth. LC 85-
42833. ISBN 0-89950-187-7. 
Tallman, Johanna E. Check Out a Librarian. Me-
tuchen, N.J.: Scarecrow, 1985. 190p. $15 
cloth LC 85-10845. ISBN 0-8108-1823-X. 
Trade Shows and Professional Exhibits Directory: 
An International Guide to Scheduled Events Pro-
viding Commercial Display Facilities. Suppl. Ed. 
by Robert J. Elster. Detroit: Gale, 1986. 378p. 
$70 paper. ISBN 0-8103-1788-5. 
Ucrainica at the University of Toronto Library: A 
Catalogue of Holdings. 2v. Comp. by Paul Rob-
ert Magocsi and Nadia Odette Diakun. To-
ronto: University of Toronto Pr., 1985. 
1,863p./set. $75.00 paper/set. ISBN 0-8020-
3430-6. 
Union List of African Censuses, Development Plans, 
and Statistical Abstracts. Comp. by Victoria K. 
Evalds. Ne.w York: Saur, 1985. 246p. $36 
cloth. ISBN 3-598-10576-2. 
Washington Libraries Public Library Statistics . 
Olympia, Wash.: Washington State Library, 
1985. 47p. paper. 
Whitaker's Almanack 1986. 118th ed. London: J. 
Whitaker and Sons, 1985. 1,243p. $52 cloth. 
ISBN 0-8103-0674-3. Dist. by Gale. 
World Guide to Libraries. 7th ed. Ed. by Helga 
Lengenfelder. Handbook of International 
Documentation and Information, V .8. New 
York: Saur, 1985. 1,236p. $175 cloth. ISBN 3-
598-20531-7. 
Yearbook of International Organizations 1985/86. 
V .3. Global Action Networks: Classified Di-
rectory by Subject and Region. Ed. by Union 
of International Associations. New York: 
Saur, 1985. 1,056p. $116 cloth. LC 49-22132. 
ISBN 3-598-21867-2. 
Faxon's 
Eoreign Service. 
~@/. 
·The company you know and 
trust for domestic serials 
-..... management is also your best 
- ~ choice for foreign titles. 
The same toll free number you call 
for customer assistance ties you into 
Faxon's global network of services. 
· We resolve your overseas claims and 
adjustments fast because some of 
the world's largest publishers are 
directly online with us through 
PUBLINX. We also offer competitive 
prices by paying in 21 different 
currencies. And with our large 
foreign title database, we can be the 
single source for all your serials. 
Discover the best in international 
information management by 
enlisting Faxon's foreign service. 
Call 800-225-6055 or 
(617) 329-3350 collect. 
On the frontier of 
information 
management. 
The Faxon Company 
15 Southwest Park 
Westwood, MA 02090 
FAXON EUROPE 
Amsterdam 
FAXON PACIFIC 
Tokyo 
FAXON CANADA 
Toronto 
.. 
_, . 
ACRL 
has your 
·Number! 
Statistical publications from the Association of College and Research Libraries 
can help your library to plan, budget, evaluate services, and conduct research. 
ACRL University 
Library Statistics 
1983-1984 
1985, 55p. 
Data from 86 non-ARL university libraries in 
the United States and Canada. 
ACRL members, $12; non-members, $15 . 
ISBN 0-8389-6892-9. 
ACR'L University 
Li]?rary Statistics 
1981-1982 
1983, 55p. 
ACRL members, $12; non-members, $15 . 
ISBN 0,-8389-6596-2. 
ACRL University 
Library Statistics 
1978-1979 
1980, 47p. 
ACRL members, $5; non-members, $7.50. 
ISBN 0-8389-6739-6. 
Library Statistics of 
Colleges and. Universities 
1982 Institutional Data 
1984, 177p. 
Includes statistics on over 3,000 academic li-
braries surveyed by the National Center for Ed-
ucation Statistics. 
ACRL members, $12; non-members, $16. 
ISBN 0-8389-6640-3. 
Quantitative Criteria for 
Academic Research 
Libraries 
By Kendon L. Stubbs. 
1984, 135p. 
Using data from almost 3,000 academic li-
braries, this book attempts to answer the ques-
tion, "What is an academic research library?" 
In tables arranged by state, each institution is 
ranked by a component score. 
ACRL members, .$15; non-members, $19. 
ISBN 0-8389-6788-4. 
Association of College & Research Libraries 
50 East Huron Street 
Chicago, IL 60611-2795 
(312) 944-6780 
When you're the best ... it shows! 
ULRICH'S International Periodicals Directory 1986-1987 Irregular Serials & Annuals 1986-1987 
For 55 years librarians have relied on us for 
serials information. Today, Ulrich's and Irregular 
Serials and Annuals are still your best sources 
... and it shows. 
New features help meet your changing needs. 
Two unique new indexes-Serials Online and 
Online Vendors-make Ulrich's and Irregular 
Serials more valuable than ever. 
Also new for 1986-Uirich's and Irregular 
Serials & Annuals on Microfiche. Now, three 
different formats-book, online, and new micro-
fiche-provide the flexibility you need to conduct 
all types of serial searches. 
In all , some 106,000 entries include over: 
· • 7, 000 new entries 
• 65,000 updates 
• 2,500 cessations 
And , as always, Bowker information is verified infor-
mation. The most reliable you can find- anywhere. 
You know there's no better source of serials 
information. And there's no better time to order 
your copies than right now. 
Ulrich's 1986-1987 /Sept. 1986/2-vol. /$149 .95 
Standing Order Price: $142.45/0rder # : 2275-6S 
Irregular Serials 1986-1987 /Sept. 1986/$149.95 
Standing Order Price: $142.45/0rder # : 227 4-8S 
The Bowker International Serials Database 
Update/quarterly/$65.00 per year/Order # : 0982-S 
Ulrich's and Irregular Serials on Microfiche 
quarterly/annual set $650.00/0rder # : 2278-0S (individual set $325.00) 
Special Offer! 
Order Ulrich's and Irregular Serials and receive 
Bowker's lnternatiollJII Serials Database 
Update FREE! (a $63.00 value) 
5% Standing Order Discount 
on Ulrich's and Irregular Serials. 
TO ORDER CALL TOLL·FREE 1·800·521·8110 (U.S.) or 1·800·537·8416 (Canada). 
In New York, Alaska, and Hawaii call collect 1-212-916-1676. Or write to: R.R. IK>\YKER 
R. R. Bowker Customer Service Dept. , 205 E. 42nd St. , New York, NY 10017. THE INFoRMATioN coMrANv 
Two new sources _f0r · . , 
InfOrmation Profession:als 
Computers a~d Computing Information Resoun:es Directory 
This new work is a one-stop, annotated, and indexed _guide to the wide a! 
organizational and published sources of information .on the technical, econom 
social implications of computers and information processing. 
.. . . 
Over 6,000 eptries cover the primaYy sources of information in the computer 
inclu.ding associations and user groups, consultants, training organizations, ~ 
libraries information centers, research centers, university computer fac 
computer trade shows, online services, teleproce~sing networks, and much m<i 
Each entry cont(;lins organization name or publication title;. address, tele 
number, key executive I;Iames, and, in most .cases, a complete description. I 
Easy access to the entries is provided by the Master Index, the Geographic Ind~ 
the Personal N aine Index. 
Com.ihg .. this fall . 
. )'"• ... 
~~from Gale 
·• f A 
I ... ~•>t) 
! r-~ 
First Edition. ' 
Edited b:y •• •• 
Martin Connors. 
1.000 pages. $160.00. 
(Ready Augu~t 1986) 
'· 
.·. 
•, . . : ' 
. First edition. 
Edited by Julie E. Towell 
and Helen E. Sheppard. 
About 1,200 pages. $60.00. 
(Ready September 1986) 
Computer and Telecommunications Acronyms Dictionary 
..... 
r-
0" 
..... 
(X) 
. 0 
.... 
Today's literature on computers aild telecommunications is littered with acronyms 
like PSTN, ASCII, LAN s, and NYNEX. The new Computer and Telecommunications 
Acronyms Dictionfl'y fills the need for a comprehensive source for un~erstanding 
these ter!Ds and using them correctly. · 
The dictionary contains ·over 25,000 acronyms taken from computer and telecommuni-
cations terminology and includes data processing terms, names of associations and 
periodicals, and information and telecommunications services. Each entry include~ 
the acronym, its definition, and in many cases additional information such as subject 
category, geographic location, and citation of source. ' · 
\ 
Entries in the dictionary have been selected from Gale's Acronyms, Initialisms, and 
Abbreviations Dictionary, al}d alsq contains new entries not yet published in AIAD. 
For Fast Service- · i·: ' * 
Order Tollfree: 800~223-GALE . · 
All books are sent on 607day approval. Available at 
Gale's 5% Standing Order Discount. Prepay and receive 
an additional5% discount. Customers outside the U.S. 
and Canada add 10%. 
Gak ~emtfV etl111Jf111'1 
Book Tower • Detroit, MI 48226 
